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Organization development (OD) is an applied field of social science aimed at
improving organizational performance and the quality of work life through planned
change interventions. OD draws from a wide range of theories and methods such as
group dynamics, management theory, and industrial psychology. Many OD
professionals consider themselves social change agents who contribute to societal
transformation by promoting humanistic and democratic values in organizations.
This dissertation proposes, instead, that OD theory/practice is constituted
through specific textual strategies and discursive formations which serve to do the
opposite - to support relations of domination and to contribute to the sedimentation of
current social practices in organizations.
Using deconstruction, genealogy, feminist and third world theories, I argue
that:
1. OD is the story of the making of a professional class caught in the
contradictory purposes of working to produce more knowledge, that is, develop as a
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social science, and serving as an effective social technology, that is, develop as a
practice of management.
2. OD comes to function as a technology of the social and managerial
power/knowledge by inventing "the consulting relationship" and deploying a variety of
"organization change strategies" to legitimate (through 'science') and sustain (through
practice) current capitalist, patriarchal, and racist social relations in organizations.
Analyses of three representative OD texts illustrate the credibility of these
arguments: Beckhard's (1969) "Organization Development: Strategies and Models;"
Lippitt and Lippitt's (1978) "The Consulting Process in Action;" and Weisbord's
(1987) "Productive Workplaces: Organizing and Managing for Dignity, Meaning and
• Community."
The texts are critiqued using a variety of deconstructive and feminist strategies
and read, in particular, to call attention to the gendered, classed and raced subtexts
contained in them. The readings demonstrate that OD is a product of a particular kind
of discursive enterprise, yet, a non-unitary and contradictory one. It is because of the
precarious nature of this discourse that resistant voices and significant "spaces" can be
found which a third world-feminist-poststructuralist theory/practice can exploit to
begin to envision possibilities for "organization changing."
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CHAPTER I
INTRODUCTION: DECONSTRUCTING THE INSTITUTIONAL PRACTICE OF
ORGANIZATION DEVELOPMENT AND CHANGE

The trouble is that the map of an enclosed space describes only the territory inside the
enclosure. (Jehlen, 1981:76)

The field of organization development (OD)1 promotes change in organizations
through the use of applied behavioral science. French and Bell (1978) define OD as:
a long range effort to improve an organization’s problem solving and
renewal processes, particularly through a more effective and
collaborative management of organization culture - with special
emphasis on the culture of formal work teams - with assistance of a
change agent, or catalyst, and the use of the theory and technology of
applied behavioral science including action research. (:14)
In the first comprehensive review of the literature in 1974, Friedlander and
Brown proposed that essentially OD was about bringing together the technostructural
with the human processual aspects of the organization in order to achieve a blend of
human social benefit with productivity and performance objectives. In other
words, OD integrates the concerns of task accomplishment and human fulfillment
(Sashkin & Burke, 1987), or in Nord's words, organizational performance and
employee personal well-being and growth (1986).

i
Organization(al) development, organization change, organization renewal, and
organizational transformation have all been used interchangeably in the literature. I
will focus this study on the literature in "organization development" as a strategic
choice, but with an interest in its relationship and implications for the larger topic of
"organization change."

1

Many in the field of OD consider themselves "social change agents" who
contribute to broader societal change by promoting humanistic and democratic values
in organizations. For example, Burke (1982, 1987) says:

"OD aims involve

improving both organizational performance and the 'quality of work life' experienced
by organization members" (:393). Nord differentiates OD practitioners from other
social scientists stressing that,
We have been much more likely than many of our colleagues in the
applied social science to consider basic issues of rights and wrongs,
justice, and the relation of organization to human welfare, (op. cit.: 18)
Simply stated, organization development refers to a philosophy, technologies,
and a professional and academic field in the "applied behavioral sciences" which aims
to improve organization performance by intervening in social systems through planned
change activities (Vaill, 1973; Alderfer, 1977).
OD scholars refer with pride to some of the indicators of the success and
legitimacy of this practice today such as the growing published literature, the
increasing number of citations and references (Sashkin & Burke, 1987; Spier, Sashkin,
Jones & Goodstein, 1980), and the growth of empirical research (Terpstra, 1982).
The establishment and the continuous increase in the membership of professional
organizations such as the OD Network, the OD Division of the American Society for
Training and Development (ASTD), the OD Division of the Academy of Management,
the success of professional development programs in academic and non-academic
institutions, the interest and good attendance at OD Conferences and professional
events (Burke, 1980), the increase in the number of people who call themselves OD
practitioners and the active market and career choices for OD professionals (Burke,
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1980), are also taken to be definite signs of OD's success. Lastly, the increasing
number of profit and non profit organizations where OD is practiced, the expansion of
OD into "new domains" and new types of organizations, and the increasing number of
organizations with internal OD departments, including the prestigious titles of those
who practice OD (Burke, 1976:30) are also indicators of OD's relevance and
popularity in the organizational world.
In the 1980s, Sashkin & Burke summarize,
The field is alive and kicking, has learned a trade, has attained modest success
at it, and hopes for grand successes in the future....all indications are that it
will continue to thrive well past the millennium (op.cit:405;412).
Organization development:
A privileged place in the organization sciences?
Since its beginnings and beyond its more practical definitions, OD has claimed
a special place in the human sciences. OD has been seen as a means towards
"reforming bureaucracy" (Bennis, 1966), "an alternative to the industrial model," "a
force for social evolution of historical importance" (Kirkhart & White, 1974:130,
139), and "a scientific revolution" (Vaill, 1985). An applied behavioral science that
would "make a difference," a phrase which in its power to represent the field was
selected as a promotional slogan by the National Training Laboratories (NTL) Institute
in the past decade.
These claims have been sustained by others: a Lewinian legacy of democracy
and social action, a value-driven practice, an involvement and commitment to social
issues, and a promise to be a different sort of science/practice.
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OD: Making a difference
OD entered the scene of the organization sciences with the particular claim to
bridge the gap between science and management, science and organizational life, and
science and social problems in a new practice and theory of "planned change."
In 1966, Bennis defined planned change as "a method which employs social
technology to solve the problems of society" (:81). Planned change was to be "a
crucial link between theory and practice, between knowledge and action" (:82).
Bradford (1967) reminds us of that initial commitment when he talks about the
establishment of the NTL Institute.
With the growing recognition on almost all fronts of the speed with which the
many kinds of revolutions are sweeping the world, there is real hope that an
institution committed to the use of knowledge and methods relevant to the
solving of human, organizational, and social problems will grow in ability and
usefulness. (: 143)
Two major outcomes of World War II provided the context for OD. First, the
emergence of the "behavioral sciences," which had proven the usefulness of science
and research for "practical" (war) purposes and which according to Bennis would
"safeguard the social disciplines from the nonquantitative humanists and the
depersonalized abstractions of the econometricists" (:82). Secondly, the outstanding
performance of U.S. industries and bureaucracies which had secured victory over
communism and fascism with their productivity and organizing accomplishments.
In their stories of OD, Burke (1987), French (1985), and Weisbord (1983) all
agree that laboratory education (sensitivity training), sociotechnical systems, and action
research and survey feedback were the most influential

stems in its development.

These can be taken to form part of a "conceptual and moral foundation" which had
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three key elements of a new disciplinary ethos: a concern for science, a concern for
democracy, and a concern for the values of the helping relationship (Benne, 1975).
The concern for science implied a commitment to usable knowledge and to
applying knowledge to real problems. "A new science of human systems," says Vaill
(1975:40), with an epistemology grounded in theory-practice, action-learning, and
action- research.
For Kurt Lewin, one of the most influential figures in laboratory education and
action research, science was to be seen "not as a body of knowledge but as a way of
life" (Benne, 1976:315).

"Valid knowledge" could only happen in "collaboration"

where learning was a form of action, experimentation and reflection upon action.
The values that grounded OD were the values of democracy, participation, and
the application of social science to societal problems. Fulfillment and growth,
renewal, creativity, authenticity, process, productivity (Tannenbaum & Davis, 1969)
and a belief in the potential of people and the promise of organizations (Mirvis,
1988:46) are more specific values invoked in the story of OD. Gellerman, Frankel &
Ladenson (1990), summarize this value base today.
Among the values (standards of importance) about which consensus is
emerging are: life and the quest for happiness; freedom, responsibility, and
self-control; justice; human potential and empowerment; respect, dignity,
integrity, worth, and fundamental rights of individuals and other human
systems...learning, development, growth and transformation, whole-win
attitudes, cooperation-collaboration, trust, community, and diversity; and
widespread, meaningful participation in system affairs, democracy, and
appropriate decision making. (:17)
In addition, OD positioned itself to resolve key oppositions which seemed
fundamental to the problems of other human sciences: action-learning, practice-theory,
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action-research, social-technical, individual-situation, person-organization, science-art,
affective-cognitive. Implicit in the articulation of the theory of OD was the promise to
address these dichotomies.
For example, of survey feedback Floyd Mann, its creator said,
Change processes need to be concerned with altering both the forces within an
individual and the forces in the organizational situation surrounding the
individual. (In McGill, 1974:100) [Emphasis mine.]
A “tradition" of involvement and research on social issues. Alfred Marrow
(1967), recounting the beginnings of the T-group and the establishment of NTL says
that the Commission on Community Interrelations (CCI), undertaken by the American
Jewish Congress under the counsel of Kurt Lewin and others, was aimed at,
Dealing] with the increasingly critical problems of intergroup relations. The
design was to seek out-through new methods of social inquiry-the underlying
causes of prejudice and to work out ways of removing them....The emphasis
was on action, but at all times on action tied to research. (: 144)
Starting with Lewin (1946), the founding fathers provided a framework for
involvement and research on social issues which others could follow. Sensitivity
training was studied as a methodology to help reduce racial prejudice (Rubin, 1967,
Nadler, 1968) and class differences (Culver, Dunham, Edgerton & Edgerton, 1969).
Action research and laboratory methods were applied in the solution of other social
problems (Chein, Cook & Harding, 1948; Lake, Ritvo & O Brien, 1969, SchindlerRainman, 1975).
Though critiques have also pointed to important limitations in the current
paradigm of OD in addressing oppression and power differences in organizations
(Bennis, 1969/1972; Crowfood & Chesler, 1977; Chesler & Worden, 1974; Worden,
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Levin & Chesler, 1979) or about its lack of applicability to social change organizations
(Brown & Covey, 1982) and to addressing social issues in organizations (Jackson &
Holvino, 1986), more than in any other of the "management disciplines" a "tradition"
can be claimed for attending to social issues in OD.
Specifically, the approaches to studying and addressing race, gender and class
have evolved from a concern with intergroup relations in the 1960s (Benne (1964,
1976), to a concern with racism, sexism, and Affirmative Action in the 1970s
(Jamison, 1978; Katz, 1978; Lansky, Reddy & Lansky, 1978; Pati & Fahey, 1976;
Sargent, 1977).

In the last decade, the OD literature attends to social oppression as

the manifestation of racism and sexism in the workplace, emphasizing multiculturalism
and the management of diversity in organizations (Adler, 1983; Cross, 1985;
Halverson, 1986; Katz and Miller, 1986; Morley, 1980). Class issues have been
addressed less frequently in studies on labor-management relations (Blake, Mouton &
Sloma, 1965; Kochan & Dyer, 1976; Shirom, 1983).
Though few, scattered throughout the literature, and somewhat marginal to the
organizational business and academic world, important contributions to the
understanding of gender, race and class relations in organizations are part of the OD
literature.
On gender, Bayes & Newton (1978), Bunker & Seashore (1977), Martin,
Harrison & Dinitto (1983) and Kan ter (1977) have contributed goundbreaking studies
of women's problems and prospects for advancement in organizations which integrate
analyses at the societal, institutional, organizational, role, and individual levels.
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In the area of race relations, Alderfer (1980; 1982) and Alderfer, Alderfer,
Tucker & Tucker (1980) have developed and applied the construct of social
embeddedness and group identity to explore the dynamics and significance of being a
representative of one's social identity group(s) in work relations among white and
black managers.
In the area of class relations, analyses by Nord (1974) and Ross (1971), for
example, suggest how organization development functions as a palliative and a
conservative strategy of change, serving the purposes and arising out of the needs of
capitalist organizations. The fact that a critique exists about the lack of attention to
power and oppression issues in organizations (e.g. Worden, Levin & Chesler, 1977)
or that OD denies "the disquieting existence of such things as politics, conflict and
irrationality" (Watson, 1982:260) can be taken as a measure of a concern to address
issues of social differences in the theory-practice of OD. Some authors dare to
question whether "OD is just making some people happier at the job of making other
people richer" (1971:583).

"Humane for whom and when?," ask Meltzer & Nord

(1981).
But, even in cases where OD is portrayed as having changed its emphasis on
"human affairs and community," influenced by the "real world,

the problems of

declining organizations, and the academic bias of the field, OD is said to be aimed
today more at empowering people and stimulating them toward greater
accomplishment" (Mirvis, 1988:43).
Gellerman, Frankel & Ladenson (1990), for example, want to contribute to the
creation of "a mature profession that truly serves humanity
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(.20). After a series of

international revisions and consensus seeking processes, the Statement of Values of
OD states that the purpose of OD/HSD (Human Systems Development) is,
To promote a widely shared learning and discovery process dedicated to the
vision of people living meaningful, productive, good lives in ways that
simultaneously serve them, their organizations, their societies, and the world.
(In op.cit.:14)
This is a discipline which should be able to offer ways in which equality and
social justice is produced in organizations.
The promise of QD: Bevond the human relations school
I have presented a picture of OD as a discipline which has been historically
committed to the solution of social problems and to the humanization of the workplace
through the application of science and knowledge.
Going beyond the human relations school with its emphasis on the use of
psychology and sociology to manipulate the individual into organizational productivity
and adaptation (Baritz, 1960; Fischer, 1984 ), OD's "systems perspective" opened the
possibility of addressing the systemic nature of organizational life and of social issues
in organizations. If humanism could mean to be "concerned with the good life and
social justice as moral ideals....committed to democracy, social equality, freedom and
peace" (Kurtz, In Solomon, 1971:536), a systemic approach to humanism meant
valuing "the whole person in the whole organization in the whole society
(Tannenbaum, Margulies & Massarick, 1985:16). Social responsibility and promoting
justice (Gellerman, et. al„ 1990:18) could enter the organizational sciences agenda
with OD.
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This dissertation will argue that OD does just the opposite. By using class,
race, and gender as analytical strategies and appropriating third world and feminist
poststructuralist theories to help deconstruct and historicize the discipline, I will argue
that because of its inability to see itself as a social practice and discourse embedded in
the social relations and power-knowledges of its time, OD does the opposite of what it
claims and promises - it produces inequality by sustaining relations of domination in
organizations and supporting the status quo.
Contrary to prior critiques which have identified the problems of OD as one of
epistemology or axiology - the lack of research or the paucity of "adequate" research
methodology (Kahn, 1974; Porras and Berg, 1978); the lack of philosophical
consistency or coherence regarding values, purposes and interests (Friedlander, 1976;
Krell, 1981; Tichy, 1974; Warrick & Thompson, 1980); its lack of relevance (Bennis,
1972); the discrepancies between theory and practice (Fitzgerald, 1987; Vaill, 1975);
the lack of a coherent theory (Brown-Hinkley, 1989; Friedlander and Brown, 1974) or
the need to return to OD's most salient values of human betterment and emancipation,
democracy and science (Greiner, 1980; Nord, 1986; Weisbord, 1983), this dissertation
argues that the problem of OD is the problem of knowledge, the representation of
knowledge and the effects of this representation.
In particular, this dissertation explores how OD's "knowledge effect effaces
race, gender and class from the discipline and organizations’ agenda. In other words, I
will present OD as a discursive and social enterprise which sustains relations of
domination - these are the effects of the practice regardless of its claims, rhetoric,
tradition or heritage. Instead, I will Show how race, gender, and class serve to
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deconstruct OD discourse and reveal its complicity and implicatedness in powerknowledges and the discourses of domination of our time.
The dissertation will argue that OD as discipline and practice needs to be
located in its changing historical context. In its beginnings, OD reflects the optimism
of the post-war years and the successes of the U.S.'s triumvirate science-industrycapitalism; more recently OD needs to be located in a declining industry and
economy, a workplace of changing social relations, and the postmodern critique of
science and knowledge as truth and a tool for social progress.
More specifically, the dissertation will explore how OD became embedded in
the power-knowledge relations by the creation of particular organizational subjects, its
. discursive inability to do what it claims, and its lack of reflexivity as a "discipline."
Race, gender, and class are used as analytical tools and a heuristic device to
destabilize the disciplines' assumptions and provide a lens from which to question its
discursive forms.
Doing postmodern OD and the difference it_makes
There is virtually no debate about the status of the knowledge which makes up
OD because of the uncritical acceptance of OD as applied behavioral science founded
on the belief of truth and the possibility of "discovering" the truth. All prior critiques
in OD have unquestionably embraced the possibility of knowledge and knowledge as
the unproblematic representation of truth/reality.
But there is a vigorous debate within the social sciences which critiques our
modern beliefs in the possibility of truth and demonstrates that "knowledge" is a
historical product of the interests and power relations in practice and cannot be
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separated from its effects and its uses. Thus, there is no opposition between theory
(knowledge) and practice (application). They reciprocally produce and reproduce each
other.
Foundational work in feminism and poststructuralism throws new light into the
relation between power/knowledge, race, gender and class, language, and discourse.
These theories have been applied with success in such diverse fields as international
relations (Der Derian & Shapiro, 1989), development (Escobar, 1984), psychology
(Henriquez, Hollway, Urwin, Venn, & Walkerdine, 1984), literature (Gates, 1986),
anthropology (Fabian, 1983), and popular culture (Gamman & Marshment, 1989), to
name a few.
Works which use these frameworks, separately and together, is already
available in the field of organization behavior (Burrell, 1988; Calas, 1987; Calas,
Jacobson, Jacques & Smircich, 1990; Calas & Smircich, 1989, 1990, 1991; Cooper &
Burrell, 1988; Ferguson, 1984; Martin, 1990a/b; Mills, 1988). In my review of OD
literature I found only one example which attempts to apply these approaches or
explores their usefulness in organization development (Neilsen & Rao, 1990).
This research rests on the development of an innovative methodology in its
appropriation of principles taken from feminist, third world and poststructuralist
theories. These theories provide and suggest, both in concepts and methods, new
approaches and perspectives to reframe our understanding of OD theory and practice
at the same time that they offer new ways to address the study of gender, race and
class in organizations and organization development/change.
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Overview of dissertation
I will employ three different poststructuralist approaches - Foucault's
genealogies, Derrida's deconstruction, and third world criticism - to re-read three
representative texts of the organization development literature. Though the selected
texts were written more for organizational practitioners than for the scholarly
community, they have been influential in both. Written in three different decades and
representative of different periods of time, each text offers a definition and an implicit
prescription for "effective" OD which has guided the field.
I draw from feminist appropriations of Foucault's genealogies (Bordo, 1988;
Haraway, 1989; Hollway, 1991) to underscore that while on the surface our cultural
discourses of knowledge appear to differ among disciplines and to change over time,
they are embedded in the beliefs of the Enlightenment and implicated in our modern
discourses of domination. From this point of view, OD knowledge is produced by
heterogeneous practices of power rather than from the discovery of "truth", the
traditional story in science and philosophy. In this analysis of OD writings I will
■r

show how each text appears to promote change from prior works regarding what
should be considered OD but each, at the same time, maintains in place a specific set
of practices and discourses - the basic power relations network on which OD has been
constituted and re-constituted.
I will draw on feminist appropriations of deconstruction (Flax, 1990; Fraser,
1989; Holloway, 1984; Scott, 1989) to show the play of textual signification where
words are meaningful not because of their external referents, such as organization and
organization change, but because of the existence of an oppositional term over which
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apparently

self-standing" OD terms differentiate themselves from their opposite and

become meaningful. I also deploy multiple readings especially those generated and
produced when one reads "gender," "race," or "class" as a contested sign/subtext in
any text.
Lastly, I will draw on third world and other appropriations of poststructuralist
theories (Gates, 1986; Mohanty, 1991; TrinhHa, 1989; Said, 1978; Wall, 1989) to
attend to the raced, gendered, and classed subtexts by drawing on the following
tactics: 1) identifying the exclusion of white and third world women in the texts, 2)
exploring the symbolic representations and the symbolism of race, gender and class, 3)
identifying the rhetorical strategies that inscribe and reproduce current relations of
domination in terms of race, gender and class, 4) identifying the subjectivities and
gendered, racialized, and classed identities created in the texts, and 5) identifying the
knowledge and theories which assume current practices and re-inscribe social relations
of domination in organizations. By using these textual strategies, the apparent silences
about class, race and gender in these texts, and consequently, in OD, can be read.
The dissertation is then about discourse, organizations and changing. Questions
this dissertation will pose are different from prior critiques. For example, how
particular "knowledges" came about in OD through discursive formations; what
particular practices these knowledges produce and were produced by; and what
particular effects these knowledge-practices have had in sustaining dominant social
relations in organizations? How the gendered, raced and classed nature of the text
works in OD discourse and to what effect? And how is the discourse of OD limited
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by its inability to look at its own assumptions and to deconstruct its own text,
specifically its raced, gendered and classed subtext?
By deconstructing three influential OD texts, I will demonstrate how in its
beginning, OD appropriated the discourse of change, fitting itself to the optimism of
the times and social upheavals of the 60s, at the same time that it positioned itself with
managers and distanced itself from other organizational subjects. The revolutionary
changes of the 60s in which those "others" emerged as social subjects were contained
by the rhetoric of "planned change."
In its second stage, what Friedlander (1976) has called OD's adolescence, OD
preoccupies itself with attaining professional status and gaining legitimacy. In the
decade of the 70s, OD locates itself in the knowledge-power and scientific paradigm
of "professionalism" - OD as "profession" - and its members begin to claim special
status as part of the professional-managerial class under the rubric of "change agents."
The embodiment of this new class of change agents goes un(der)stated - the white
affluent male.
In the late 80s, OD solidifies its position as managerial practice by becoming
part of the "management-organizational" discourse. Still celebrating, in the best of
cases, to be about social change, democracy and community, OD continues to align
itself with the dominant: it functions as a technology to manage conflict on behalf of
capital and to exclude "others" from the organizational agenda of "social change."
The texts will be read using a specific social subtext as dominant reading, that
is, class, race, gender, but incremental readings will be made with each consecutive
chapter to demonstrate the interrelationship of the three in the constitution of the
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discourse of OD. Each book will also be situated in its historical context so that its
discursive strategies can be located and read against the material practices at the time
of its production. The specific reading strategies for each book, which I call the
textual operations," will be explained in each chapter.
In summary, the purpose of this first chapter has been to locate OD as a social
practice of our time - the 1950s to 1990s - with claims to a particular set of values, an
epistemology, a history and heritage and to provide an overview of how the third
world-feminist-poststructralist approach used in the dissertation will deconstruct these
claims using race, gender and class as a heuristic device.
Chapter 2 will review the feminist, poststructuralist and third world theories
which ground this study, focusing on the critique of knowledge and science and its
persistent effect in erasing race, gender, class relations from the social and discursive
agendas. The chapter will argue that these lenses, as exemplified in current work in
literary criticism and organizational behavior, provide the conditions of possibility for
new theorizing and open up a space to ask a different set of questions of OD. The
chapter argues for the appropriation of these particular theories and methods as
research strategies and discusses how they will be used in this dissertation.
Chapters 3, 4 and 5 are a deconstructive and genealogical re-reading of the
three organization development texts selected as exemplars of OD discourse through
the decades of the 60s, 70s and 80s. Within the general criteria defined in the next
chapter, the selection of the texts is arbitrary. The intent is not to critique the authors
of this texts, but in fact, each reading stresses how the texts are not so much the
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product of their authors, but of their social time, their location and of the networks of
power which constitute them and which in turn, they constitute.
The first text, "Organization Development: Strategies and models" (1969), by
Richard Beckhard, is read against key social events of the decade of the 60s to focus
on the class subtext; how the text re-produces capitalist class relations in organizations
and distances itself from the social change struggles, actors and agenda of its time.
The second text, "The consulting process in action" (1978), by Gordon and Ronald
Lippitt, is read against Justice Marshall’s dissenting opinion in Univ of Calif v. Bakke
(1978) to focus on the classed and raced subtext; how the text constructs a subject(ed)
consultant which excludes all but white affluent "professionals" from the consulting
"business" and the "emerging” practice of OD. The third and final text, "Productive
workplaces: Organizing and managing for dignity, meaning and community" (1987),
by Marvin Weisbord, is read against four feminist studies of third world women
workers in the Santa Clara Valley region to focus on the intersection of class, race and
gender. The reading will show how the proposed technologies of change are based on
a very limited representation of the experience of the majority of workers in today's
organizations, and how the scientific story constructed to sustain these practices
obscures the current social relations of domination at the same time that it proclaims a
rhetoric of democracy and social change.
The sixth chapter reviews the steps through the dissertation, highlighting key
themes and restating the problem of knowledge in OD: how OD serves as a
technology of the social and managerial power/knowledge at the same time that it
produces more knowledge/power. Though no conclusions are offered, "spaces" from
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which the discourse of OD might be subverted from within and from outside its
disciplinary boundaries, a first necessary step to begin to envision possibilities for
change, are suggested.
A collage, Figure 6.1, brings the dissertation to the social text of the 90s. It
attempts to show, in other words, that though the dissertation proposes no solutions
and can also be deconstructed, by the mere fact of it having been produced as a
requirement for an advanced degree, implicated in the power/knowledge of
"academia," the urgency of my critique stands: the productive and "disciplinary"
aspects of our attempts at "changing," the good and the bad of the power/knowledges
of my time are presented as part of the same social text, all to be deconstructed.
To summarize, the purpose of this study is to explore what happens when one
uses gender, race and class relations as lenses to critique and analyze organization
development/change discourse. I will demonstrate how gender, race and class have
been relegated and marginalized in OD literature and how this absence has been
accomplished through the creation of an hegemonic discourse, the suppression of other
subjects and voices, and the adoption of particular discursive practices. I will explore
and illustrate how a different approach grounded in third world, poststructuralist and
feminist theories and strategies is useful in bringing gender, class and race into the
foreground of organization development/change discourse. And lastly, I will suggest
how a re-reading of gender, race and class relations in OD text might change the
theorizing (and practice) of OD.
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In the next chapter I expand on the theoretical and subjective stance I will take
and identify the specific ways in which I appropriate third world, feminist and
poststructuralist theories to deconstruct OD.
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CHAPTER II
FEMINISM & THE THIRD WORLD READING PARADIGM:
AN/OTHER WAY OF THEORIZING

Power is the ability to take one's place in whatever discourse is essential to action and
the right to have one's part matter. (Heilbrun, 1988:18)

In this chapter I will argue for a strategic appropriation of a particular way of
reading applicable to OD which is neither a method nor pure feminist-poststructuralist
theory. The theoretical background and need for such an appropriation lies with the
feminist-poststructuralist and third world critiques of science, knowledge, subjectivity,
and the enterprise of knowledge-production.
In the prior chapter I have shown how since its beginnings OD has been
implicated in the modern discourse of science/knowledge. In this chapter I argue that
the relation OD-science-knowledge can be made problematic using feminist and
poststructuralist theories. These theories decenter traditional understandings of science
and knowledge by focusing on their claims to the possibility of "truth," claims to
"objectivity," and claims to be transparent representations of "reality." It is this
critique and decentering approach which allows me to treat OD as a representation of
knowledge; not as science or truth and which opens up the study of OD as a social
and discursive practice located in the context of the racialized, classed and gendered
practices of our time.
The purpose of this chapter is to propose and investigate the possibility of
an/other kind of theorizing and research strategy for OD. My argument is organized
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as follows. First, the critique of science and knowledge by feminists and
poststructuralists is reviewed. Then, feminist and poststructuralist theories are
problematized and the science-knowledge question augmented by adding the third
world critique of feminism and postructuralism. At the same time that I argue for the
appropriation of feminist-poststructuralist theories to do "another kind of science," I
recognize the impossibility of presenting these theories as "final alternatives," "more
accurate representations of truth," "unified theories," or "better methodologies."
Finally, the particular reading analytic that I use for the reading of the three OD books
c

is explained. Instead of creating a methodology, my contribution is to provide a set of
strategies for reading OD which must be further questioned and changed in order to
resist domestication.
Critiques of mainstream science
Critiques of mainstream science have come from many strands of intellectual
thought and are the product of a variety of social movements over the past thirty
years. They include feminism, the sociology of knowledge, critical theory, social
constructivism, postmodernism, and science for the people. The output of these
critiques is massive with an apparent common denominator pointing to the historical,
political, discursive, and economic constructions and impact of what was previously
claimed to be neutral scientific practices and concepts. However, the implications of
these critiques have yet to have any effect on the theory of OD.
My review of these critiques of science is limited to those from the feminist
and postmodern/poststructuralist perspectives because they are the most useful in
helping us take account of issues of race, gender and class. Each critique also raises
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questions about knowledge and its production which I present as "learnings'* to
emphasize their importance for my deconstructive project.
Feminism and the critique of science
Feminist theories are concerned with the study of women's oppression and with
changing women's situation. Most versions of feminism acknowledge that
understanding and transforming women's situation requires new political, economic
and conceptual categories, that is, new theory.
While the late sixties and early seventies were years of highly public activities
for feminism, institution building and intellectual ventures beyond feminism into other
systems of thought were of particular importance in the following years (Snitow,
1983). It is this work of the late seventies and eighties which provides the basis for
my appropriation of feminism.

<

The shift to gender relations. In some versions of feminist theory, there has
been a shift from studying women's oppression to studying gender relations. In these
versions, "gender" is understood as a social and political construction by which the
categories male-female acquire specific social meaning. These meanings are also
shaped by other social relations such as race and class among others. Gender is also
understood as a constituting element of one's identity acting to determine a 'subject
position' at the same time that it is socially constituted.
In this type of feminism, ideas, language, social relations, social conditions and
material practices are the focus of analysis and change. The analysis takes account of
the psychic and symbolic dimension of gender as well as the material and structural
conditions which shape gender relations. Gender is considered to be historically
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produced and is not studied in isolation from the broader material and social relations
such as work, leisure, and public life, all of which require transformation. (Jaggar,
1983).
The feminist critique of (male)stream science. The feminist critique of science
grew through feminist scholarship in the major disciplines: in biology (Hubbard, 1979
& 1988; Keller, 1982), philosophy of science (Harding, 1986b), philosophy
(Grimshaw, 1986), anthropology (Strathen, 1987), sociology (Millman & Kanter,
1975; D. E. Smith, 1987), political theory (Pateman & Gross, 1986), history (KellyGadol, 1976; J. W. Scott, 1986), psychology, (Sheriff, 1979), and economics
(Waring, 1988).
Harding (1986b) aptly summarized developments in the feminist critique of
science with her phrase "from the women question in science to the science question
in feminism." What started as an effort to bring "women" into science evolved into a
questioning of the very meaning of science. For example, this approach led Braidotti
(1986) to call into question the status of the scientific models of discursivity,
rationality and consciousness. As a result of the feminists' critique, five key themes
have been identified as problematical for science.
Firstly, feminists have demonstrated the bias of science against women by
documenting the invisibility and exclusion of women as knowers and known. In other
words, they have documented the discrimination in science which results from the
lack of numbers and the lack of visibility of women, and women issues, in science.
\

Secondly, feminists have documented how androcentrism in science occurs: in
the definition of problems, in the questions posed, in the selection of problems, and in
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the interpretation of data. Assumptions which apply to males are taken as
generalizations for all humans, and interpretations of the social world are made which
do not take the sex/gender system into account as explanatory factors.
Thirdly, feminists have pointed to the social uses of science - sexist, racist,
classist, homophobic - in providing, supporting, and maintaining male-dominant
interpretations (disguised as science) of the natural and social world. Hawkesworth
(1989) calls this ’’the slide from misinformation to disinformation” (:333). For
example, the conflation of sex/gender in scientific language and thought (J. W. Scott,
1986) and the union of the political and the physiological (Bleier, 1986; Haraway,
1978) to help construct specific social meanings which sustain current relations of
male domination.
Fourth, feminists have demonstrated the genderedness of the scientific
enterprise itself, specifically in its use of gender symbols and the organization of its
social structure. Gendered symbolism points to the symbolic dualism which
permeates science in its usage and hierarchization of constructs such as nature-culture,
object-subject, rationality-emotionality (Harding, 1986b; Sydie, 1987; Thiele, 1987).
Gender social structure refers to the hierarchical and exclusionary nature of the
organization of science itself (Addelson, 1983).
Lastly, feminists have shifted the debate on methodology and the genderedness
of the scientific enterprise to questions of epistemology and ontology, for example,
from debating theories of reality based on truth correspondence to theories based on
social constructivism (Alcoff, 1987).
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But, because feminism has usually implied a double project - one that is
antisexist and critical, and another that is "constructive” and emancipatory - feminists
have also tried to develop alternative feminist models, methods, procedures and
discourses at the same time that they challenge and deconstruct phallocentric
discourses (Gross, 1986). Despite the success of the feminist critique of science,
attempts to define and agree on an alternative feminist methodology, or alternative
methods (except for consciousness raising), or alternative epistemologies, have not
been successful. A supposedly "feminist science," "feminist theory," or "feminist
principles," have not been forthcoming.
Three major positions on feminist science compete today for legitimacy (and
hegemony?) in academic feminist circles: feminist empiricism which assumes that the
empiricist tenets of mainstream science are valid and works to eliminate the sexism
and androcentrism of current science; the feminist standpoint which argues that
women’s social and political position of subordination provides them with a privileged
perspective from which to describe and re-interpret the natural and social world; and,
feminist postmodernism which states that knowledge is the product of certain social
practices and contexts, and is not a reflection of "a reality." But, do we have another
science or another politics (Longino & Hammonds, 1990)? Some feminists (Flax,
1987; 1990; Harding, 1986; 1990) suggest that the best strategy is to sustain the
ambiguous relationship between these three feminist positions and in that way create a
"transitionary" space for feminist work.
In spite of the incompleteness of the feminist-science project, the feminist
critique of science has succeeded in shifting the debate from inclusion issues (a sort of
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Affirmative Action in science) to a radical critique of "malestream" science. One of
the major consequences has been "to reveal the sexist bias at the root of western
science" (Hekman, 1990:133).
The following two learnings are derived from the feminist critique of science
and guide my appropriation of feminist theories throughout this work:
/

Learning 1:

A feminist appropriation of any philosophical
scientific theory/practice can never be "whole."

Learning 2:

Feminism points to the gendered nature of the
scientific enterprise and of knowledge itself.

Tasks of the feminist scholar. New and different epistemological activities
have taken place in any field or discipline once feminist scholarship enters the scene.
After an analysis of these activities, Calas and Smircich (in press) suggest the
following as tasks of feminist scholars: to revise - by completing and correcting the
record, by assessing bias in current knowledge, and by investigating new issues and
offering new interpretations; to reflect on the disciplinary practice - by "constantly
assessing] the relationship between ’knowledge’ and the ways of doing 'knowledge...
as they reproduce or change gender relations and patriarchal models

(.28-29), and to

re-write - by offering different visions and possibilities in the theory and practice of
the discipline. Calas and Smircich (1989) also suggest that because of the
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interdisciplinary nature of feminist approaches and their focus on philosophical and
critical issues, an awareness of new modes of questioning is created which makes
alternative forms of writing possible (:6).

Learning 3:

Feminist theories open up new questions
for analysis and new scholarship tasks to
question and enrich the scientific enterprise.
tt

Postmodernism/Poststructuralism1 and the critique of science
Postmodernism has become a rallying point to debate beliefs from "the
Enlightenment" which ground our "modern" institutions. It has thrown into doubt
beliefs such as the existence of a stable, coherent self; that rationality and science can
provide an objective, reliable and universal foundation of knowledge; that this
knowledge represents something real and unchanging about the structure of our minds
and the natural world; that truth can serve power without distortion and that by
grounding claims to authority in reason, the conflicts between truth, knowledge and
power can be overcome; and that by utilizing knowledge in the service of power both
freedom and progress will be assured (Flax, 1987).
Postmodernism questions totalizing theories and modernism's attempts to
legitimate itself with reference to a meta-discourse or meta-narratives.

1
It is difficult to make a clear distinction between postmodernism and
poststructuralism as theories because of the overlap in their tenets, approaches, and the
authors who are identified with them. In general, postmodernism is any theory which
relativizes its claim to a historical context and problematizes the position of the subject
and object of knowledge. Poststructuralism also rejects the idea of subjectivity and
master structures, and theorizes society and social change as a multiplicity of micro¬
structures and social and discursive practices which constitute power/knowledge.
27

Perhaps reality can have "a" structure only from the falsely universalizing
perspective of the dominant group. Criteria of theory construction such as
parsimony or simplicity may be attained only by the suppression or denial of
the experiences of the 'other(s)'. (Flax, 1987:13-14)
Instead, postmodernism seeks to reveal the multiplicity of meanings and voices in the
production of knowledge. The paradigm of language and signification replaces the
paradigm of consciousness. The focus is no longer on the "knowing subject" and the
/

private contents of his/her consciousness, but on the public, signifying activities of a
collection of subjects.
Language games ... compete, struggle with, contradict one another, not in the
sense of jousting in a tournament, but in the actual sense of struggling to
delegitimize, overpower, and silence the language game of the other.
(Benhabib, 1987:124)
Postmodern/poststructuralist discourses are "deconstructive" in that they seek to
distance us and make us skeptical about beliefs concerning truth, knowledge, power,
the self, and language that are often taken for granted and which serve as legitimation
strategies for contemporary "Western" culture and thought. They are, in themselves,
a critique of "modern"science. In the next section I summarize the ways in which
these theories further problematize science and knowledge. The summary is not
intended to portray the richness and complexity of the debates on
postmodernists/poststructuralist theories, but to highlight those contributions which I
take to be most significant for my work.
Knowledge, truth, and power. Postmodern/poststructuralist theories posit that
knowledge is not a body of truth as science would have it, but a historical product of
certain social practices. In the absence of grand truths and scientific legitimation,

28

attention is paid to the interconnections between knowledge claims (especially to the
claim of absolute or neutral knowledge) and power.
Foucault (1977; 1978; 1980; 1982) demonstrates how knowledge is the product
of network-like practices and discourses embedded in power. Knowledge and power
are inextricably linked. They produce what is taken as truth under particular historical
and social contexts resulting in a power/knowledge nexus. In other words, "a site
where power is exercised, is also a place at which knowledge is produced" (Smart,
1985:64), and vice versa. In fact, Foucault means by truth,
'The ensemble of rules according to which the true and the false are separated
and specific effects of power attached to the true’, it being understood also that
it's not a matter of a battle 'on behalf' of truth, but a battle about the status of
truth and the economic and political role it plays. (1980:132)
Genealogy, a form of poststructuralism, analyzes how and where knowledge is
produced, by whom it is produced, and what counts as knowledge. Knowledge is
viewed as power and power generates access to knowledge. It is this
interconnectedness of power and knowledge that enables a self perpetuating basis of
legitimacy to be created. Poststructuralist analyses seek to understand the structures
and processes which determine how knowledge is produced, legitimized and
disseminated.
Because postmodernism questions the possibility of "knowledge" and the claims
to "truth" of any discipline, the shift is from accomplishments and the discovery of
truth, to representation of accomplishments and the ways in which
fashioned.

truth

is

"Knowledge" is treated as ways of thinking and saying which have

particular effects in the network of power relations throughout the social body.
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Master discourses are contested by fragmented and marginalized voices and the
hegemony of unitary discourses is constantly challenged by addressing its taken for
granted assumptions and textual representations.
Language and signification. Poststructuralism challenges "common sense"
assumptions about the relationships between language and meaning, meaning and the
world, meaning and people, and people and their place in the world (Belsey, 1980).
For example, typically language and experience are seen as disassociated with the
result that language is viewed as a neutral "conduit" subservient to experience and a
' carrier" of human thought. Instead, poststructuralists propose that language is not
only a part of experience but intimately involved in the manner in which we construct
and organize experience.
Since representations and the production of meaning are made possible by
language, language is not a mere instrument or tool, but is deeply implicated in the
process of building meaning. Language does not transparently reflect a reality "out
there", but both producers and interpreters create its significance. It forms a place
where actual and possible forms of social organization with their social and political
consequences are defined, given meaning, and contested. The
postmodern/poststructuralist understanding of language and signification takes us to a
discussion of discourse and the paradigm of reading.
Textualitv. discourse and the paradigm of reading. Language is a system of
signs. A sign consists of a signifier (the sound/written image/mark) and the signified
(a concept/meaning) to which the signifier refers. Signs are defined by their
difference from each other in the network of signs which is the signifying system; they

30

function not because they have instrinsic value, but because of their relative position in
a language chain. While the individual sign is arbitrary, the signifying system as a
whole is not. Textual critics study the interaction of signifiers and the interplay
between signifier and signified. These relationships constitute the signifying process.
/

Discursive fields consist of competing ways of giving meaning to the world.
We all participate in a range of discourses - political, literary, scientific - and
meanings vary from one discourse to another. These discourses are 'subjective' to the
extent that they construct our world of meaning and experience; they offer the
individual a range of modes of subjectivity or 'subject positions' from which the 'text'
becomes intelligible. We are able to find in the text one or more possible readings
according to the extent that we participate in a set of different discourses and assume
different subject positions.
In the attempt to create a coherent and internally consistent 'world', the text
inevitably contains incoherences, omissions, absences and transgressions. A discourse
is incapable of being so completely consistent that it creates 'just one coherent
meaning.' The text implicitly reveals and criticizes its own ideology in the absences
and collisions between its divergent meanings. So, the text is always available for a
new process of production by the reader who can provide very different interpretations
of its meaning(s).

Learning 4:

The relationship language-reality-author-literature
is problematized and the concern shifts to
"the [complex] relationship author-text-reader along
some vector of power" (Elshtain, 1982:127).
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The shift to the "paradigm of reading" implies understanding "reading" as
"production" of particular meanings arrived at, among other things, by the influence
of other texts (intertextuality); by the social-cultural context; by the particular literary
genre and what it permits and limits; the cultural codes known to the reader; and by
the interpretative community and the reader's competence with/in it.

Learning 5:

There is no 'truth" in the text, but a multiplicity of
meanings.

Deconstruction. Deconstruction, another form of poststructuralism, aims to
show how rhetorical and linguistic forms are used to construct and signify knowledge
and meaning. These linguistic forms are based not on an external referent, but by
their relation to other signifiers, especially oppositional terms from which they differ
and derive their meaning.
Derrida's deconstructions, in specific, point to how meaning is deployed in
discursive formations based on the belief that at the root of Western thought is a set of
binary oppositions constituted in a hierarchy in which one side is privileged, for
example, the masculine over the feminine. Deconstruction works by dismantling and
displacing these oppositions, showing the possibilities of multiple meanings.
Deconstruction focuses on suppressed conflicts in the text to displace taken for
granted meanings and to open the text to other possible (but not true) meanings. The
displacement leads to multiplicity and difference, as opposed to a reversal of
oppositions to effect another privileged - true - reading/meaning. For example, a
feminist deconstruction of patriarchy does not mean a return to matriarchy. This is
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one more example of the process by which language constructs knowledge and
meaning.

Learning 6:

All types of discourse are subject to modes of
rhetorical analysis and deconstruction's linguistic
intervention applies to any text including "scientific"
ones.

To deconstruct' the text, then, allows us to examine the process of its
production. Because the structure of a text results from acts of exclusions and
opposition, deconstructive criticism attempts to open a gap in every work by teasing
out what the text tries not to express.
The discourse suppressed tells us as much as the discourse expressed, for
omission throws the margins of a texts' production into relief, allowing us to
see the limits and the boundaries of what it posits as the real. (Newton &
Rosenfelt, 1985 :xxiii)
The aim of deconstruction is to locate the contradictions within the text: the point at
which it transgresses the limits of its construction and it confronts the constraints
imposed by its own form.
The text is no longer restricted to a single, harmonious, authoritative reading.
Instead, it becomes plural, open to re-reading, no longer an object for passive
consumption but an object of work by the reader to produce meaning. (Belsey,
1980:104)

Textual analysis, then, is the production of meaning by the work of reading the text;
the text constitutes the material to be transformed by the critic through a series of
strategies.
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Learning 7:

In a general sense, textuality can be understood to
mean that society is a "general text" where cultural
conditions become inscribed through our modes of
signification.

The postmodern critique of "science” and subjectivity.
Postmodern/poststructuralist theories render the search for knowledge/truth an
impossibility because truth is constructed rather than discovered, the product of
material and cultural practices. Science is a form of discourse, "a regulated system of
statements , which constrains, at the same time that it produces and makes possible
what can be said or thought - a form of power determining what circulates as "truth"
in the social field. The concern with science is, then, not with its legitimacy, or its
contributions, but how is it that any science becomes and maintains itself as "science."
The interest in science-truth-knowledge shifts to "detaching the power of truth from
the forms of hegemony, social, economic and cultural, within which it operates at the
present time" (Foucault, 1980:133).
The postmodern critique of science is also a critique of the humanist-modern
subject who "knows," and a critique of his subjectivity and her agency. There is no
i

transcendental, privileged Cartesian subject who is autonomous, self-constituted, and
the isolated source of truth, that is, the neutral scientist. This is because discourses
create subjects and it is language which provides the possibility of subjectivity by
enabling the speaker to posit herself as "I." In addition, the subject is always a
historical product of particular discourses. Thus, subjectivity is "constructed and
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displaced across the range of discourses in which the concrete individual participates"
(Belsey, 1985:61). How specific forms of subjectivity are produced is the 'what' that
is taken up for study.

Learning 8:

Discourses and regimes of truth create subjects and
objects by virtue of their location within a network
of positive and productive power-knowledge
relations.

When science is re-conceptualized as power/knowledge, as relations between
discursive and non-discursive constructions, as rhetorical and linguistic meanings and
discourses, the scientist looses his privileged position as knowing subject and the
scientific enterprise is rendered highly problematic. The investigator herself (in the
textuality of the scientific text) needs to be "sensitive to whether it is complicit and
apologetic for a system of power and authority or challenging to it" (Shapiro,
1989:15). Producing science, then, requires "a vigilant textual practice aware of its
own metaphysical liabilities" (Norris, 1982:67). The researcher/scientist must
question the research approach as style: what it does, how it advances knowledge,
how it says it, and who can say it. Poststructuralists call this stance self-reflexivity.

Learning 9:

If one recognizes that the language of inquiry is also
a mediating frame, one is also required to question
the textuality of the discourse the investigator
creates. Self reflexivity, calls attention to the
politics behind the representations of self, others,
truth, science, and knowledge (Hutcheon, 1989).
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Against whole appropriations in science
In their respective critiques of science, feminism and postmodernism have
generated an ambivalent and well publicized debate about epistemology and politics.
The relationship between these two currents of thought is highly contested and I
compound it by incorporating the third world critique of feminism and the
appropriations by third world and other literary and cultural critics of poststructuralist
theories. Next is a summary of key aspects of this debate as this dissertation finds its
working space in-between this three-dimensional discussion.
The postmodern/poststructuralist critique of feminism
From the perspective of postmodernism, feminism is a superstory2 - a
theorizing in terms of sex and gender which attempts to define and find the truth of
woman's oppression and the essence of universal-liberated woman.
The field of the social is heterogeneous and nontotalizable...Lyotard rules out
the sort of critical social theory which employs general categories like gender,
race, and class.... [They] are too reductive of the complexity of social
identities to be useful. (Fraser & Nicholson, 1988:378)
In addition, feminist discourse is accused of being tied to other totalizing modern
discourses like justice, social progress, and emancipation. Poststructuralists argue that
there is no-one oppression of woman, but a whole network/axis of power/knowledge,
productive and coercive in which women - diverse, historical, contextualized women themselves participate in myriads of ways. Thus, the category "woman", the feminist
subject, is deconstructed.

2
"Superstories consist of a collection of myths, or ideological constructs, tied
together by an overall narrative" (In T. Friedman, 1989:428). This definition has the
same meaning as metanarrative but is less "academic."
36

The cateeorv of wompn ic

*--

,

category and insisting upon its definitional nonclosure
safeguard against substituting a reification of women's
diversity that exists. (Butler, 1990:327)
Gender and sexual difference are replaced with a plurality of differences. In
deconstructing feminist concepts and critiquing the essentialist moves in which
feminism implicitly relies, a postmodernist approach reveals the implication of
feminism in the same patriarchal system and language it purports to transform. To
postmodernists feminism reads like an attempt to substitute a new authority and
orthodoxy that will create new hierarchies and exclusions. Since all knowledge is
interpretive and contextual, why should the feminist perspective or the female
experience be privileged?
A feminism that bases its epistemology and practice on women’s experience is
simply another deluded humanism, complicit with the patriarchal institutions it
claims to oppose. (Poovey, 1988:52)
Poststructuralists point out that feminism identifies oppositions and reverses
them, but does not undo, displace or dissolve these oppositions. In fact, radical
feminism reverses the opposition (masculine-feminine) and privileges the formerly
subordinate pair (feminine). In this move it continues to be caught in the binary
patriarchal opposition of the Enlightenment which it critiques.
In their attempt to incorporate the postmodern/poststructuralists' critique,
postmodern-feminists have posited fragmented selves, oppositional consciousness and a
politics of solidarity, as opposed to a feminine unitary self and a feminist politics of
identity. But this is not the only problem that a feminist appropriation of
poststructuralist theories must address.
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The feminist critique of postmodernism
The feminists' critique of postmodern/poststructuralist theories centers on
variants of two major concerns: political inadequacy and the social consequences of its
epistemological position.
Political inadequacy. Many feminists argue that an appropriation of
postmodern theories makes it very difficult to locate domination and to assign
differentiated responsibilities for conditions of oppression3. If domination is rendered
invisible, the political interests of feminists cannot be addressed. In addition,
postmodern/poststructuralist theories criticize without suggesting alternatives; they
deconstruct but do not reconstruct. In this inability (or refusal) to propose
alternatives, feminists practical interests cannot be addressed.
DiSteffano (1988) summarizes the feminist case against postmodernism by
arguing that postmodernism expresses the claims and needs of a particular constituency
(white, privileged males of the industrialized West) who have already had an
Enlightenment and are now ready to critique its legacy. In a similar fashion, their
deconstructive efforts have been directed to the intellectual objects created by a similar
partial constituency. Furthermore, mainstream postmodern theories have been
remarkably blind to questions of gender in their re-readings of history and culture.
And lastly, by problematizing the subject ''woman” - the center of feminist theorizing

3
A poststructuralist reading decenters traditional ways of defining oppression by
looking to analyze the variety of micropractices dispersed throughout the social body
which constitute power and in which both "oppressed and oppressor” participate and
by critiquing as metanarratives the notions of emancipation and liberation.
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and the representative of its political constituency - the postmodern project makes
feminist politics impossible.
The political consequences of the critique of subjectivity are no less important.
For example, the postmodern critique of subjectivity and of the "authority of
experience” could serve as a strategy to silence minority groups who are just
beginning to find a voice and the power to articulate and organize their own
✓

experience: in other words to name themselves as social subjects. In addition, the
rejection of the subject denies human agency, resistance, and the possibility of
empowerment. However, any theory of social change requires a theory of agency and
positive action on the social level, otherwise there is no political actor and no
possibility of social transformation (Hutcheon, 1989). Or, are we to be condemned to
the social and cultural overdeterminism of poststructuralism, feminists ask?
Epistemological and ontological problems. If there are no absolute grounds for
truth, then there is no way to evaluate alternatives and no way to define a political
program. The lack of standards and criteria to adjudicate truth and falsity precludes
the ability to judge superior truth and the possibility of an emancipatory truth. But, do
feminists have to insist on "a better account of the world” (Haraway, 1988: 579)?
And, does the undecidability of texts mean that some texts are not more misogynist
than others?
Feminism relies on the social embodied location of people in history and
highlights the materiality of sexual politics which demand engaged political struggle.
Postmodernism's concern with the indeterminate and unstable nature of textuality and
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subjectivity "appears to support an inappropriate relativist and esoteric stance by the
subjugated groups

(Harding, 1986a: 656). Hawkesworth (1989) points out that,

Conf^uences of the slide into relativism that results from too
facile a conflation of world and text is particularly evident when feminist
concerns are taken as the starting point. Rape, domestic violence, and sexual
arassment (to mention just a few of the realities that circumscribe women's
(•349)

6 n0t flCti°nS °r figUrations that admit of the free Play of signification.

Foi Bordo (1990) the critique of subjectivity slides into "the view from nowhere" or
I

a return to generic human," a variant of a disembodied, transcendental Enlightenment
subject (Alcoff, 1988). But, what is the importance of this debate? And, why now?
Does not the lady (and gentleman) protest too much?
In my view the debate is more political than theoretical. It reflects the current
internal dynamics within knowledge producing institutions and, in particular, the
contest between white males and white feminists in the academic struggles of the
eighties and nineties. In an historical and cultural analysis of the "new scepticism
about the use of gender as an analytical category" and the emergence of postmodern
feminism, Bordo (1990) argues that the appropriation of poststructuralism shifts the
focus of feminism from practical concerns to questions of adequate theory. This shift
is highly problematic for feminism because it diverts attention from attending to the
politics of exclusion and deprives feminism of a vital analytical and critical tool.
"Could feminist gender-scepticism, in all its multifaceted 'deployment'... now be
operating in the service of the reproduction of white, male knowledge/power" (: 151)?
I agree with Bordo's hypothesis and expand it by introducing the third world
perspective on the critique of science. Other social actors are also being excluded
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from the debate and from the story of the critique of science. Therefore, my
discussion now moves from the feminist-postmodern knowledge/truth debate to the
critique of theory, including feminist theory, and the critique by women of color of
feminism, postmodernism, and science.
The critique by women of cojor_gf feminism, postmodernism, and sr.ie.nre
The critique by women of color (Christian, 1989; Hurtado, 1989; Lugones &
Spelman, 1983) starts by pointing to the failure of contemporary feminist theory to
take seriously the intertwining of sexism with other forms of oppression, specifically
racism, classism and heterosexism. A criticism grounded in socialist feminism
purports that women are not universally the same and that their relations are also
determined by race, class, and sexual identification. However, socialist feminists have
been much more successful in analyzing the relationship between the economic and the
sexual, or the case against capitalist patriarchy," than in analyzing the relationship
between sex, race and class (A. Ferguson, 1991). Spelman (1988) identifies three
problems with feminist theory: gender identity is seen in isolation from other variables
of human identity such as race and class, whereas it is impossible to distinguish
identity from other aspects of one's identity; gender issues are seen as simply parallel
or additive rather than intertwined with race and class issues; and, by excluding the
interrelationship between race, gender and class, the perspective of white middle-class
women is privileged.
While in some feminist circles (Snitow, 1983) the critique of women of color is
said to have emerged as a substantial political force in the 1980s, the critique of
science, knowledge and the scholarly-scientific enterprise by women of color has a
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longer history which I briefly present below. The (mis)representation of the feminist
story is important as it illustrates a larger problem in feminist theory: the workings of
"the apparatus for the production of feminist culture" (King, 1990). This apparatus
tends to work to exclude the intellectual productions of women of color. It is because
of the marginalized voices of the Third World (a subject position I make my own) that
I argue against whole appropriations of feminist, poststructuralist and feminist
poststructuralist theories.
Bjack feminism. In 1977, The Combahee River Collective, a collective of
Black feminists formed in 1974 prepared the following statement. Because of its
informal distribution we have no way of assessing its circulation or impact in defining
feminist "theory."
We are actively committed to struggling against racial, sexual, heterosexual,
and class oppression and see as our particular task the development of
integrated analysis [sic] and practice based upon the fact that the major systems
of oppression are interlocking. The synthesis of these oppressions creates the
conditions of our lives. (In Hull, Scott & Smith, 1982:13)
The Collective's "theory and practice" was grounded in the specifics of race,
class, and sex oppression which Black women experienced simultaneously and which
they named "identity politics." Their major concern and reason for becoming a
"separate movement" was the racism of the white women's movement and their belief
that only Black women could represent themselves in the struggle for liberation.
The scholarly tasks of revising, reflecting and re-writing identified earlier were
taken up in Black Studies and Black Feminist Studies. Black scholars began to
identify the exclusion of Black women and their contributions to (white) feminist
history, (Black) literary criticism, and social science, not to mention science.
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One is almost overwhelmed with the depth and extent of the intellectual void
that exists among social science scholars concerning the life experiences of
Black women. (P.B. Scott, 1982:85)
The role of Black women was ignored, or only very limited roles or narrow
perspectives about their lives were presented. These (re)presentations usually
corresponded to current stereotypes about them, for example, the theory of the Black
woman matriarch in sociology.
Reflecting on the history of Black feminist criticism, and pointing to the need
to revise and create "new” theory Christian (1989) comments:
By 1977, [Barbara] Smith knew that the sexism of Afro-American
literary/intellectual circles and the racism of white feminist literary journals
resulted in a kind of homelessness for critical works on black women or other
third world women writers....[T]he extent to which the mid twentieth-century
women's movement was becoming like its nineteenth-century
predecessor,...seemed all too clear, and the split between a black and a white
women's movement that occurred in the nineteenth century seemed to be
repeating itself. (:62)
As in white feminism, the revising activity and the re-writing impulse sometimes gave
way to tendencies to romanticize the Black woman and to exclude other women of
color (e.g. Barbara Omolade's Hearts of Darkness. 1983:350-364). Nevertheless,
Black feminists brought to their practice the social feminists' commitment to treat
race, gender, and class as interrelated categories of analysis. For example, they
documented the important role of Black women in the nineteenth century feminist
movement and re-interpreted the impact of the dynamics of race and sex in the first
and second wave feminist movements (Davis, 1981; Giddings, 1984; Hooks, 1981).
They also analyzed cases of rape and lynching as examples of the symbolic and
material dimensions of the interrelatedness of race and gender dynamics in the U.S.
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(Hall, 1983, V. Smith, 1990). They argued for the non-innocence of the category
woman

as this left out Black women from Black men's accounts and from white

women s stories - the famous, "Ain't I a woman?" cry of Soujourner Truth.
In the late eighties, some Black feminists integrated postmodern theories in
their work and in so doing they moved to a broader "woman of color" critique (e.g.
Hooks, 1990; Wall, 1989) of knowledge, theory and "scholarship" (Mohanty, 1991)
which I review next.
Third World feminism. In its broadest usage third world feminism or feminist
women of color4 is understood as a political and socio-historical label which brings
together women of the colonized, neocolonized and decolonized countries of Asia,
Africa, Latin America and the Caribbean, and Black, Asian, Latina and indigenous
peoples of the U.S. (Mohanty, 1991). Though highly contested, many times
unrecognized in academia, and a problematic coalition, the third world feminist
move(ment) brings a diverse group of women together around the issues of
difference(s) and power among women and within feminism(s). Race/ethnicity, class,
gender, and sexual practice are the social differences recognized and worked on most
systematically.
In third world feminist criticism theory itself comes to be questioned. Part of
the critique is to challenge how the apparatus and institutions of theory-making work

4
The terms third world feminism and women of color will be used
interchangeably. Though my critique is, unfortunately, based on the scholarship
produced in the U.S., I support and recognize the need to make third world
feminism" a movement that includes feminists work taking place in other countries.
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to silence the perspective of third world women. King (1990) articulates this agenda
in her critique of (white) feminist theorizing,
An error feminists make over and over is to mistake the part 0f a particular
theoretical reading, especially a published reading, for the whole of the many
forms theorizing takes: active thinking, speaking, conversation, action
grounded in theory, action producing theory, action suggesting theory, drafts,
letters, unpublished manuscripts, stories in writing and not, poems said and
written, art events like shows, readings, enactments, zap actions... or for that
matter, incomplete theorizing, sporadic suggestiveness, generalizations correct
and incorrect, inadequate theory, images and actions inciting theoretical
interventions, and so on. It’s not that all,human actions are equivalent to
theorizing, but rather that a particular product of many forms of theorizing
should not be mistaken for the processes of production themselves. (:89)
Barbara Christian (1987) and Lugones & Spelman (1983) discuss and resist what they
understand as the attempts toward hegemonic, monotheistic, monolithic, and
imperialistic and ethnocentric theory-making - "the race for theory" - in academia and
in feminism.
In works by women of color both the content and the style of theorizing
change. Different genres are mixed together to make feminist theory - poetry, critical
essays, short stories, letters (e.g. Moraga & Anzaldiia, 1981), and theory production
is less tied to the academy, which means more difficulties publishing, distributing and
receiving recognition and credit for the work produced. An example of this kind of
"different" theory-making is Chela Sandoval's work on oppositional and differential
consciousness. Sandoval presents a new theory of political identity based on an
analysis of the position of women of color and argues that "women of color" is an
identity formed out of otherness, difference, specificity, and a conscious appropriation
of negation. So in the U.S. the commonality of women of color is being non-white
and not-black. This kind of identity implies that women of color cannot base their
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actions on a natural and stable identification which only considers race, sex, or class,
but on the basis of a conscious coalition, an affinity, and a political kinship which
considers all three. Sandoval's work implies a shift from the "politics of identity" of
the sixties and seventies to a politics based on affinity and "difference."
U.S. third world feminists are 'new mestizas'...in an in-between space, this
third category....[S]uch contemporary theoretical spaces as post-structuralism,
dominant feminism, ethnic studies, and the critique of colonial discourse meet
and intersect in the analytic space represented by U.S. third world feminism.
(Sandoval, quoted in King, op. cit.:94)
The work of Sandoval, a Chicana and doctoral student, is quoted in Haraway's
famous feminist work, "Manifesto for cyborgs" (1985). However, in her influential
book

The science question in feminism" (1986), Harding attributes the concept of

oppositional consciousness to Haraway, a white-well-published-academic (King, 1990).
Here is an example of the way in which feminist theory is produced to the advantage
of white academics and the detriment of women of color (see also Zinn, Cannon,
Higginbothan, & Dill, 1986).
Issues of positionality, difference and subjectivity are central to the theory
produced by women of color.

"We bring to our work a critical self-consciousness

about our positionality, defined as it is by race, gender, class and ideology" (Wall,
1989:1). Alarcdn (1990) talks of "a reconfiguration of the subject of feminist theory,
and her relational position to a multiplicity of others, not just white men" (:359).
There is a danger in romanticizing this "special position" of women of color by
making "women of color" the magical or privileged sign, or by reinforcing dangerous
dichotomies where women of color become the carriers of "otherness" for white
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women and Black/Third world men (V. Smith, 1989). But Sandoval, for example,
does not think this is a problem of third world feminist theory, but a learning,
We will not naively repeat the same mistakes as the women's movement by
erasing our own internal differences through gathering them up into one single
unity which will then stand against all other categories - though we can
tactically use this kind of "unity" to temporarily force power relations into new
positions, (op. cit.:66)
The metaphors used by Third world feminists in prose and poetry signify this multiple,
complex, and juxtaposed subjectivity: "mestiza," "borderlands" (Anzaldua, 1987),
"bridge" (Rushin,1981), "crossroads" (Rojas, 1989).
Third world feminism also points to the problematic relation of language,
speaking/writing and making theory. Alarcon (1990), in her analysis of the
groundbreaking collection by women of color "This bridge called my back" (1981),
highlights the importance of the relation of language and subjectivity and the struggle,
reflected in the objects/subjects of 'Bridge', to "give voice to their subjectivity."
Bridge leads us to understand that the silence and silencing of people begins
with the dominating enforcement of linguistic conventions, the resistance to
relational dialogues, as well as the disenablement of peoples by outlawing their
forms of speech.... [Anglo-American feminist theory] does not discuss the
linguistic status of the person. It takes for granted the linguistic status which
founds subjectivity. (:363)
Because language and images are key factors in the construction of subjectivity, the
Latina by being a bilingual/bicultural person will experience a more arduous task
(Ortega & Sternbach, 1989); a self "constantly experiencing two socio-cultural
territories and living in two linguistic horizons" (A. Sandoval, 1989: 217). On the
other hand, bilingualism, biculturalism and bidialectism are also experienced as
empowering (Penfield, 1987; Zavella, 1989).
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Trin Minh-ha (1989) talks of the triple jeopardy of being a writer, a woman,
and a woman of color and asks,
How do you inscribe difference without bursting into a series of euphoric
narcissistic accounts of yourself and your own kind? Without indulging in a
marketable romanticism or in a naive whining about your condition?...
Between the twin chasms of navel-gazing and navel-erasing, the ground is
narrow and slippery. (:28)

Learning 10: Treading the ground between feminism and
"otherness," third world women subjects face the
challenge of how to move from silences and
_exclusions to "making theory.”_
In their attempts to address the linguistic and subjective needs of this new third
world subject, Anzaldua code-switches from English to Spanish and Tex-Mex to
Nahuatl, Henderson (1989) "speaks in tongues," and Lorde (1977) reminds us that
"poetry is not a luxury."
Necesitamos teorias [we need theories] that will rewrite history using race,
class, gender and ethnicity as categories of analysis, theories that cross
borders, that blur boundaries - new kinds of theories with new theorizing
methods. We need theories that will point out ways to maneuver between our
particular experiences and the necessity of forming our own categories and
theoretical models for the patterns we uncover.... And we need to find
practical application for those theories. We need to de-academize theory and
to connect the community to the academy....We need to give up the notion that
there is a "correct" way to write theory. (Anzaldua, 1990: xxv-xxvi)
Whether (U.S.) Third world feminists are in the process of presenting a new
model for thought and action, as Sandoval claims, or whether their critiques and
attempts at reconstruction provide an/other transitionary space for feminism,
postmodernism and "science," as I propose, is debatable. But, whatever the claim,
there is no doubt the critique by women of color adds another dimension to the science
story and signals new possibilities in theorizing.

48

One of their challenges both to postmodernism and feminism rests in the belief
that appeals to experience, subjectivity and agency need not be essentialist and
ahistorical. Women of color can take this position because our experience is
unmistakenly polyvalent, grounded on our very different and multiple material and
cultural circumstances. There is "no simple, easy sisterhood for U.S. third world
feminists" (Sandoval, 1982:68).
Reading race, gender and class in texts
The analysis of the inextricable relationship" of race, gender and class in text
is accomplished in the work of literary critics and cultural analysts such as Butler,
1990; Gaines, 1986; Green & Kahn, 1985; Newton & Rosenfelt, 1985; Robinson,
1978, Said, 1978, Smithman-Donaldson & Van Dijk, 1988; and Zimmerman, 1985.
It was reading exemplars of this work that I saw how this analysis could be done. In
these appropriations of poststructuralism "all is not text". What is worked is the
relation between discourse and social relations: text and the world. Flax (1987)
illuminates this point,
A problem with thinking about (or only in terms of) text, signs, or signification
is that they tend to take on a life of their own or become the world, as in the
claims that nothing exists outside of a text; everything is a comment upon or a
displacement of another text, as if the modal human activity is literary criticism
(or writing).
Such an approach obscures the projection of its own activity onto the
world and denies the existence of the variety of concrete social practices that
enter into and are reflected in the constitution of language itself (e.g. ways of
life constitute language and texts as much as language constitutes ways of life.)
This lack of attention to concrete social relations (including the distribution of
power) results, as in Lacan's work, in the obscuring of relations of domination.

012)
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It is this version of textuality which studies "discursive relationships" and "the
processes through which material events are related to the words through which they
attain meaning" that I wish to appropriate (Jacques, 1992:87) .
Literary critics and cultural analysts are particularly interested in the
description and inscription of "differences" in language and texts. Thus for V. Smith
(1989), black feminist theory refers to "a way of reading inscriptions of race, gender,
and class in modes of cultural expression" (:39). In "’Race,' Writing and
Difference,’" Gates (1986) is interested in analyzing "race" as "a dangerous
trope...the ultimate trope of difference because it is so very arbitrary in its
application" (:4-5). His aim is to,
Deconstruct...the ideas of difference inscribed in the trope of race, to explicate
discourse itself in order to reveal the hidden relations of power, and knowledge
inherent in popular and academic usages of "race." (:6)
This does not mean, as Joyce (1991) suggests, that Gates "renounces the racial
subject matter". To interpret Gates' move as "escapism" is to (mis)understand the
opposition discourse/social relations as if the analysis of discursive practices could be
isolated from the material practices which produce it and which in turn are legitimized
by it. What Gates' collection accomplishes is to shift the focus of the study of race as
a natural category to the study of race as historical relations between discursive
(signifying) and material (socio-economic-political) practices.
Similarly, for Furman (1980), "textual feminism implies a recognition of the
fact that we speak, read, and write from a gender-marked place within our social and
cultural context" (:52). Robinson (1978) explores "the ways class and race intersect
with gender in the making and interpretation of art" (:xxxi). And Zandy (1990)
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describes the criteria she used in selecting works for her collection of writings by
working class women as a perspective on class which treats class not as "a thing," but
class as relational, dynamic, and situated in a specific history and culture" (:5).

Learning 11: Race, gender, and class are used as constructs to
destabilize dominant readings and critique current
social arrangements.

For these authors criticism is a specific kind of political discourse: a reading
and writing of "resistance." The critics’ task is to study how the text works as a
signifying process to (re)inscribe ideology; in this case, race, gender, class.
The concern of the third world critic should properly be to understand the
ideological subtext which any critical theory reflects and embodies, and the
relation which this subtext bears to the production of meaning. (Gates,
1985:15)
Three (issues) are salient today in feminist and third world literary criticism
which expand on the problem of knowledge and theory: representation, subjectivity
and the role of the critic.
Representation. Questions of representation have to do with the power to
represent self and others and the (in)difference between representations and "truth".
In feminist and Afro-American criticism, for example, these questions have centered
on ones such as: how does literature conceive of and represent those whom it
marginalizes - women, blacks, working class people - "the other"? Much of this work
has been about questioning stereotypical, degrading, objectifying and limited ways in
which "the other" is portrayed and how "differences" are articulated, overtly and
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covertly. The importance of this activity rests in that these "representations" not only
describe the other, but at the same time (re)inscribe these same stereotypes and
(re)create particul3T kinds of subjectivity.
Selectivity. and multiple subjectivities

Though Foucault reconsiders

subjectivity as concrete bodies in their situation - the condition of being a subject and
being subjected to - for many critics concerned with the nexus race-gender-classsubjectivity, subjectivity is reframed as "a state of continuous self-apprehension”
(Cohan & Shires, 1988).

"Identity" and subjectivity are considered a matrix of

subject-positions which may be inconsistent or even in contradiction with one another.
The question of subjectivity poses other questions. First, how is it that in
literature and art the "other" is always object, never subject?

Secondly, what are the

subject positions from which a text can be read, and which also produce particular
kinds of subjectivity? For example, how do women read texts which are only
intelligible from a male perspective (Showalter, 1989)? Or, as Gaines (1986)
demonstrates in her study, how is it that a textual analysis which only attends to
gender obscures the ways in which the text also inscribes dominant race and class
relations? Thirdly, how does "the other” reinscribe herself as subject? "Where then
are women to go to become subjects producing their own discourse?," asks
Duyfhuizen (1989). As in the case of third world women, how does the subject read
or write from the multiple subject positions offered by a gendered, raced and classed
subjectivity? Kaplan (1985), for example, argues for a criticism that comes to grips
with the relationship between female subjectivity and class identity - which deals with
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the unconscious processes of subjective identity and, at the same time, the structures
through which class is lived and understood.
Ih^rol^of the critic anri_the intellectual. Critics reading race, gender, and
class question representations of other voices in the Western literary canon, the choice
of representations, and the effect of these representations in normalizing and
naturalizing relations of domination. The goal of a close textual reading, says Said
(1978), "is to reveal the dialectic between individual text or writer and the complex
collective formation to which his (sic) work is a contribution” (:23-4). In an
appropriation of Foucault's work, these critics also point to the productive aspect of
hegemonic systems of reading and interpreting, not just their repressive or inhibiting
effects. But critics also point to writings and readings of resistance by producing
other meanings, 'new intelligibilities” to displace "correct” readings (e.g. Carby,
1985, 1987). The commonality of these critical discourses according to Said is:
All of them are interventionary in nature, that is, they self-consciously situate
themselves at vulnerable conjunctural nodes of ongoing disciplinary discourses
where each of them posits nothing less than new objects of knowledge, new
praxes of humanist (in the broad sense of the word) activity, new theoretical
models that upset or at the very least radically alter the prevailing paradigmatic
norms. (1985:104) [Emphasis mine]
But what does all this have to do with science, knowledge and theory? It leads
to "a de-centered theorizing" that pays attention to,
the problematic signs "woman”, "man”, "gender” - as well as other signs such
as "race”, "class" and "sexual orientation" - and the ways they are socially
and historically inscribed as "subjects of knowledge" - i.e., categories around
which theories get constructed and bodies get essentialized. (Calas, Jacobson,
Jacques & Smirich, 1991:19)
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It also leads to paying attention to "genres of writing...as objects of knowledge, as
producers of knowledge, as the very kinds of knowledge themselves" (King, 1991:99)
and to the multiple positions from which the subject of knowledge understands and
makes "theory.”
Other wavs of doing science: Conditions
of possibility for a theorv/practice of resistance.
The three frameworks presented above, feminism,
postmodernism/poststructuralism, and third world criticism, converge into what has
been called "feminist poststructuralism" (Weedon, 1987), "postmodern feminism"
(Tong, 1989; Nicholson, 1990), and "postfeminism" (Calas and Smircich, 1989). But
this convergence can only be achieved with considerable intellectual violence and only
by ignoring some of the irreconcilable differences and contests among and within these
frameworks. Because of the strength of the critiques outlined before, and because it is
important to contain the modern impulse towards "synthesis" and claims to "recent
intellectual developments," I resist authorizing my work by using one of these labels
as encompassing theory or methodology.
I propose, instead, a feminist-poststructuralist-third world appropriation for OD
which serves as transitionary space from which we can make new "theory-practice."
This is not an/other theory or method, but a strategic move which allows for the
creation of an "in-between-space," a space from which new questions can be asked
and new possibilities envisioned.
The problem of "mixing" theories and practices, as if one could choose and
leave frameworks as one pleases, is an inevitable problem of the approach I take.
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Though criteria with which to evaluate postmodern and feminist work has been
suggested (Flax, 1990; Lugones & Spelman, 1983), I think it is premature to close a
debate that is barely beginning by proposing here a final list of criteria to evaluate my
own work. Thus, I defer the question of "adequacy of method" and return to this
.issue in the final chapter of this study.
But does that mean that anything goes? And, how do you do actually "make
theory

when there is an appropriation of many methods, no one theory, and a new set

of criteria which has more to do with the social consequences of our research than
with

scientific adequacy" as we used to know it? Though I am not alone in this

dilemma of postmodern- feminist-third world scholarship, it suggests that maintaining
reflexivity about the theoretical stances and methodological strategies used herein must
be an integral part of this study.
Nevertheless, the precedents for my "move" are already in the feminist theory
reviewed. For example, Gross (1986) has said of feminism that,
Feminist theory cannot be accurately regarded as a competing or rival account,
but rather as a strategy, a local, specific, concrete, intervention with definite
political...aims and goals. (: 196)
In a similar vein, Bordo (1990) says that poststructuralism is best understood "as
offering interpretive tools and historical critique rather than theoretical frameworks for
wholesale adoption" (:154). Thus, appropriation, the creative transformation of
(patriarchal) theories in order to critically use them in (feminist theory), is the basis of
my work. The purpose of this appropriation is "[t]o illuminate, to reflect back what
particular theories allow to be seen and what they keep hidden. To point out
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unexpected terrain [and] new directions" (Smircich, 1985:2).

In other words, to

contribute to a theory-practice of resistance.
On creating transitionarv spaces
In creating a transitionary space for OD, I take "a position" from which I will
read the OD texts selected and will perform a third world feminist, poststructuralist
<malysis of the raced, gendered and classed subtext in OD discourse. I am well aware
that as I read I create a new and different text. Yet, I do not claim to create a "truer”
text or a "better" representation of OD, but just different meanings, to open up the
possibilities for OD being "something else." The reader will have a variety of
reactions to my production(s) and those will constitute his/her own production. Non¬
withstanding the readers' reactions, my re-readings are not a critique of the authors of
these texts, but of their and ”our" production in the making of OD. By presenting
another reading I intend to question, to destabilize the "received" readings, not purely
to deconstruct, but to push and expand the boundaries of what can be said, explored,
and studied in OD and how it can be said, studied and "performed."
I have "translated" the "position" from which 1 will read the OD books
selected into specific "guidelines for reading OD texts." In addition to their influence
in and representativeness for OD, the books were also selected because each of them
"answers" key questions about the subject(s) and object(s) of OD knowledge: what OD
does? (Beckhard's "what is OD?"); how does it do it? ( Lippitt and Lippitts' "the
consulting process"); and what does it do it for? (Weisbord's "productive
workplaces").
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Guidelines for reading: A framework and eight reading moves The three
perspectives that frame my work are re-stated: feminism as social critique, third world
subjectivity as a decentering strategy, and the paradigm of reading. Each of these, in
turn, opens up specific questions for investigation which become a pointer to the
subtext to be explored. The key questions I pursue in my readings of OD are
presented in Table 2.1: "Questions to frame the readings of OD" (p. 58). While the
%

questions in Table 2.1 suggest "things to look for," I have chosen eight
deconstructive" or reading moves to perform the readings. These are the "hows," if
you will, to help answer the questions I pose. They are presented in Table 2.2:
"Eight reading moves" (p. 59). My purpose in presenting these tables is to provide
guidance to the reader by summarizing and hopefully, demystifying, the theoretical
complexity presented before. Ending the chapter in this very "modern" fashion
highlights the contradictions of my own positionality.
"Caminante no hay camino, se hace camino al andar"5.

5

"Traveller, there is no path. Paths are made by walking." Antonio Machado.
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CHAPTER III
ORGANIZATION DEVELOPMENT: THE RE-PRODUCTION
OF SOCIAL RELATIONS IN ORGANIZATIONS
(FOR MANAGERS ONLY)

One might imagine a radically different form of hierarchy, a representative one in
which members at each level are selected and empowered from below; but this is not
the kind of hierarchy found in modern bureaucratic organizations. (K. Ferguson
1984:215)
v
5

In this chapter I will use the reading frameworks developed in chapter II to
critically examine Beckhard s book, "Organization development: Strategies and
models

specifically focusing on class relations. Addison-Wesley published this book

for the first time in 1969 in their famous series on organization development. The
series began with six books by authors considered to be very influential in the nascent
field: Beckhard, Bennis, Blake and Mouton, Lawrence and Lorsch, Walton, and
Schein. In its foreword, the editors say that,
The series came to be because we [Schein, Bennis and Beckhard] felt there was
a growing theory and practice of something called "organization development,"
but most students, colleagues, and managers knew relatively little about it. (:iii)
In 1973, the series was expanded with three more volumes. Another expansion
was launched in 1977 with volumes on such varied topics as organizational transitions,
alternative work schedules, team building, multinational OD, and feedback. Revisions
were undertaken of some of the old books in 1987, for example, Schein's "Process
Consultation." The series now includes 26 titles and can be considered a fair
representation and pace-setter in the field.
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Beckhard is recognized as one of the "pioneers," "most creative" and an
exemplar OD consultant. He was a mentor to many in the field of OD given his
professorial base at MIT and his role as originator and senior trainer of the successful
NTL Program for Specialists in OD (PSOD). His book helped many people talk about
and implement the new practice of OD. As the editors say in the 1977 series'
foreword,

aimost from its inception the series enjoyed a great success and helped to

define what was then only a budding field of inquiry" (:v).
I will begin my reading by locating the book in its historical context. When
we read Beckhard against the social events of the 1960s, the discursive politics of the
book become apparent and the knowledge-effect in OD can then be analyzed in terms
of social relations, and specifically, class relations.
Using deconstructive strategies to analytically exploit the absences,
contradictions and unstated assumptions in the text, I will show how OD ends up with
a discourse which helps sustain dominant class structures rather than trying to
eliminate them. In other words, OD ends up doing the opposite of what it claims to
do.
The first deconstructive reading reveals the discursive ways by which OD
distances itself from what it claimed to be about (democracy, change, equality, etc.).
The workers get displaced by the managers as the important organizational subjects
and the new social actors of the 60s (civil rights leaders, black power militants, the
poor) get relegated to outside the organizational boundary; problem creators located in
a "turbulent environment." In this manner, the relevance of these movements to
organizations is effaced and neutralized. In a simultaneous rhetorical move, OD
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aligns itself with top management and helps to revitalize the bureaucratic processes
which uphold the same class structure within organizations which these social
movements and subjects on the "outside" are challenging.
In the second reading strategy I deconstruct Beckhard's landmark definition of
OD and explore in detail the textual oppositions on which the definition rests:
organization/environment; planned/change; and management/workforce. These
oppositions work to reinforce a class subtext for OD which reinscribes class
differences and reaffirms the status quo. I argue that these oppositions with their class
effect are fundamental to the constitution of the discourse of OD; undo them and we
could not have the kind of OD we have today. The third deconstructive reading
focuses on the ways in which OD uses the rhetoric of science to claim authority for its
organization interventions.
In my last analysis I argue that the power of Beckhard's book lies in how it
discursively created a new organizational subject (the OD consultant) and new objects
of knowledge (organizational processes and subsystems) - all throughout using the
rhetoric of science to accomplish this authorial effect. However, despite an initial
democratic rhetoric which is seemingly against oppression in all forms, a subtext of
dominant class relations forms an integral part of this discursive creation.
The social and historical context: The sixties
The '60s' is merely the name we give to a disruption of late-capitalist
ideological and political hegemony, to a disruption of the bourgeois dream of
unproblematic production, of everyday life as the bureaucratic society of
controlled consumption, of the end of history....a struggle over turf with the
seizing of the streets, of the Sorbonne, of the ideological state apparatuses
themselves. (Sayres, Stephanson, Aronowitz, & Jameson, 1984: 2)
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Only with hindsight could we call the 60s a "disruption": the phrase more
frequently used in OD was "turbulent environment" (Bennis, 1969; Emery & Trist,
1965). Against the present conservative move to thrash the 60s, it is essential to be
reminded of key events of that decade so that we can re-read their significance as the
context of Beckhard's book. The following chronological overview serves this
purpose. In order to read this overview, I suggest you locate yourself as member of a
dominant or non-dominant social group - whichever fits you best as the chronology is
not impartial. It has been put together to re-present events from a perspective of new
social actors demanding to become subjects and it draws from less "traditional"
sources of history (Browning & Viviano, 1980; Omi & Winant, 1986; Sayres, et al.,
1984; and, Zinn, 1980/1984).
Key USA events in the decade: A chronology of social change
Unemployment rate for blacks ranged
from 24-36%.

1960
National Liberation Front (NLF)
formed in South Viet Nam.

SNCC (Student Non Violent
Coordinating Committee) forms.

Beginning of lunch counter sit-ins in
Greensboro, NC. Over 3,600 jailed
from these protests in 15 cities in the
South.

1961
500 tribal and urban leaders meet in
Chicago; the National Indian Youth
Council is formed.

36% of all women 16 and older - 23
million - work for paid wages. 43% of
women with school-age children work;
there are nursery schools for 2%.

Women Strike for Peace begins as a
one day strike by "housewives and
mothers" against the nuclear arms race.

The median income of working women
is about one third that of men.

Invasion and failure of Bay of Pigs,
Cuba; CIA sponsored.

Women are 50% of the voters and hold
4% of state legislative seats and 2% of
the judgeships.

The lowest fifth of the families receive
5% of all income; the highest fifth
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receive 45% of all income.

The rate of unemployment for whites is
4.8% and for non whites it is 12.1%.
One fifth of the white population is
below the poverty line; one half of the
Black population is below the poverty
line.

The Congress of Racial Equality
(CORE) organizes the "Freedom
Rides" to challenge segregation in
interstate travel. The two buses headed
for New Orleans from Wash DC never
get there.

1964

Interstate Commerce Commission
desegregates bus and train stations.

Malcom X breaks with the Nation of
Islam to form the Organization of AfroAmerican Unity.

1962
"Freedom Summer" in Mississippi.
Passage of the Civil Rights Act.

The Students for Democratic Society
(SDS) present the Port Huron
Statement.

Passage of Economic Opportunities Bill
and the antipoverty program.

Fanny Lou Hamer, black sharecropper,
attempts to register to vote in
Indianola, Mississippi; is asked to copy
and "interpret" the Missisippi
constitution.

Tonkin Affair used as pre-text to
launch full scale war on VietNam.
Congressional resolution gives Pres.
Johnson the power to take military
action as he sees fit in Southeast Asia.

Disarmament walks organized from
Canada to Mexico.

CORE sponsors a school boycott in
NYC to protest de facto segregation;
half a million students stay home.

James Meredith becomes the
first black to be admitted to the
University of Mississippi and enters
despite violence.

Black women hold ''sit-in" protest in
Atlanta office of SNCC against the
typing and clerical duties relegations
and lack of public leadership roles for
Black women in the movement.

1963
SNCC drive to register people to vote
in the South. 1,412 demonstrations
recorded by the Dept of Justice in three
months.

Indians "fish-ins" on the Nisqually
River in defiance of court order closing
river areas to Indian fishermen.

March on Washington for Jobs and
Freedom; Martin Luther King’s "I have
a dream” speech. Jesse Gray leads rent
strikes in NY. Rent strikes organized
with some success in Newark and San
Francisco.

The Berkeley Free Speech Movement
founded.
1965
500,000 American troops in VietNam.
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Assassination of Malcom X.

Greatest urban riots in American
history - Detroit, Newark. The
National Advisory Committee on Urban
Disorders reports eight major uprisings,
36 serious but not ’’major" outbreaks,
and 123 "minor" disorders. The report
blames "white racism."

Watts, Los Angeles, the most violent
urban outbreak since WWII.
Partially successful grape strike of farm
workers led by Cesar Chavez.
Ten years after Brown vs. Board of
Education decision 75 % of the school
districts in the south remain segregated.

Official founding convention of the
National Welfare Rights Organization
(NWRO). Thousands of people
participate in special grant
demonstrations in New York's
antipoverty agencies.

Anti-war march on Washington;
250,000 participate.
Enactment of voting rights legislation:
1965 Voting Rights Act.

1968
The Tet Offensive; VietCong forces
move into the heart of Saigon. My
Lai.

Great Society Programs. Executive
Order 11246, Affirmative Action.
1966

Dorothy Bolden, a laundry worker in
Atlanta, organizes the National
Domestic Workers Union.

Bombing of Laos. Right wing
government installed by the CIA.
Six members of the SNCC arrested for
invading an induction center in Atlanta.

The Akwesasne Notes, newspaper of
the Mohawk Nation of Akwesasne,
begins publication.

National Organization of Women
(NOW) forms.

King speaks against the war in
VietNam; assassinated in Memphis.

The Meredith March in Selma.

Congress passes the Civil Rights Act of
1968; the first person prosecuted under
the acts definition of riot is H. Rap
Brown, SNCC black leader.

1967
Executive order banning sex
discrimination in federally funded
projects and employment was passed.
Publication of Charmichael and
Hamilton’s ’’Black Power."

At an antiwar meeting in Wash,
hundreds of women parade to the
Arlington National Cemetery and stage
"The Burial of Traditional
Womanhood".

League of Revolutionary Black
Workers organized in Detroit.

Two general strikes shut most of the
prison industries at San Quentin.
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Student uprisings in Warsaw, Mexico
City, Paris, Columbia University,
Howard University.

Tijerina, Mexican American leader
seeking to restore lands originally held
by Mexican Americans in northern
New Mexico, jailed and his movement
dispersed.

Integrated delegation of the Mississippi
Freedom Democratic Party, under the
leadership of Fannie Lou Hamer, seats
at the Democratic National Convention
in Chicago.

Indian occupation of Alcatraz Island in
San Francisco Bay and issuance of the
proclamation "We Hold the Rock";
more than 50 Native American tribes
represented.

Southern Christian Leadership
Conference and NWRO lead Poor
People's Campaign in Washington,
DC.

Police and FBI raid Black Panther
members apartment massacring Fred
Hampton and Mark Clark.

National Advisory Commission on
Civil Disorders call for a National
System of Income Supplementation to
provide a minimum income for all
families on welfare and the working
poor.

First convocation of American Indian
Scholars and foundation of the Indian
Historian Press.
Community and workers take over the
Lincoln Hospital Health Services in
NYC.

1969
October, Moratorium Day
demonstrations.Women are 40% of the
entire US labor force. One out of 3
working women has a husband earning
less than $5,000.00 a year.

Trial of the Chicago Eight.

As we have seen, by the end of the 60s the U.S. had experienced a 2nd
women's movement, the civil rights movement, black power, a poor people’s march,
a welfare rights movement, prisoner's rights, a student’s movement, anti-imperialist
and peace movements, and community control movements in housing, health, and
urban economies. The effects of world-wide social changes were also felt in the U.S.:
cultural revolutions and national liberation movements, the postmodern and linguistic
turn in philosophy, and the industrial democracy movement in Europe. Dominant
apparatuses and ideologies were being contested in every social sphere. From the
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perspective of the dominant classes the environment must have looked turbulent
indeed.
But the decade also saw the assassination of key leaders of these same social
and national movements, unheeded Committee reports (e.g. Kerner Report) and
Executive Orders, brutal repression, decolonization followed by neo-colonialism, and
the emergence of the multinational corporation. As much as it was a momentous
period for liberatory actions and counterhegemonic voices, it was also entrenched in
relations of domination. Often understood as a period where capitalism and first
world powers were under attack, it is also,
...a period in which capital is in full dynamic and innovative expansion,
equipped with a whole armature of fresh production techniques and new
'means of production.' (Jameson 1984:186)
These were the formative years of OD. As I shall show, OD attempted to
speak the rhetoric of social change but aligned itself with the dominant.
American industrial hegemony and late capitalism
In addition to the challenge to the established social relations which
characterized the decade, I point to other conditions of possibility for the emergence of
OD as a social practice in the 1960s: the American industrial hegemony and expansion
after the Second World War, the alliance of science and industry, and the demands
generated by the "affluent organization" (Miles, 1966).
The years beginning with World War II marked a prosperous time for
American businesses - years of remarkable growth and expansions and the
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consolidation of monopoly capitalism. Bureaucratic control1 emerged to complement
and expand the technical control of the early 1900s and was firmly entrenched in
American business in the years following the war (Edwards, 1979). According to
Edwards, the prosperity generated by the war helped absorb the increasing costs and
pressures that forms of bureaucratic control placed on the few hundred large
corporations which controlled the economy and employed hundreds of thousands of
employees.

In addition, twelve million smaller firms struggled to survive in a system

dominated by big business.

"No longer did one individual control the organization by

himself.... a collective will and brain were created and imposed upon a growing
number of industrial organizations" (Baritz 1960:6).
The sheer size of the new organizations and the separation between managers
and owners with different spheres of power and control complicated the business of
managing. The position of workers was relatively better following the gains unions
had made after the industrial workers movement of the depression years. The power
realignments which all these changes signified created new organizational problems.
For example, the problem during the depression of what to do with workers'
regulation of output, became a problem during the war and postwar years of how to
make workers produce more. Efficiency and personnel problems of turnover and
absenteeism were the key managerial problems of the affluent organizations (Baritz,
1960:140). Traditional boundaries between the private business sector and the public

1 Bureaucratic control works by institutionalizing the exercise of hierarchical
power and locating it in the social and organizational structure of the firm - in
policies, procedures, rules and regulation - which control tasks, performance, and
rewards (Edwards, 1979).
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state sector were also becoming blurred. At the same time that the firm was
recognized as a social institution with corporate legal rights, it became the subject of
increasing public regulation and control.
The need to understand the workings of these larger, more complex social
systems, in which the late capitalist corporate firm expands to include the new spheres
of the state and the global market, created a space for OD to "emerge." I suggest it is
OD s occupation of this space which differentiates it from the human relations school
on one hand, and operations research and the macro-management business schools on
the other.
The alliance of social science and industry
In "America by design," Noble (1977) documents and summarizes the essential
elements of the alliance of scientific technology and corporate capitalism accomplished
in the first half of the 20th century: "standardizing science and industry, reforming the
patent system, routinizing research, transforming education, and developing modern
management" (:321). This alliance is represented in the figure of the engineer whose
role is "to resolve in practice the tension between the potentials of modern technology
and the dictates of the corporate order" (:323). In a similar way, Baritz (1977) and
Hollway (1991) have documented the alliance between social science and management.
By mid century, the contributions of psychology to industry had been established with
advertising, intelligence and personality testing, job analysis and occupational testing,
and the human relations critique of scientific management. Psychologists' "war gift to
industry" had been in the area of psychological testing and personnel management
(Baritz, op. cit.:48).
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After World War II, "industrial scientists came into their own..."
American management became convinced that the behavior of peopleemployees and consumers-was the key variable upon which much of its success
or failure rested. (Baritz: 142-143).
Managers seemed to agree that they needed the help of the social sciences to solve the
problems within industry. The task of social scientists was to work on industrial
problems which at the time were prioritized as problems of attitude and monotony.
The general problem was increasing productivity. The basic (scientific) premise was
that understanding the workers would lead to more and better managerial control.
Industrial psychology was good business.
But this alliance was not without its problems. Industry feared social scientists'
lack of understanding of the business world and their inability to communicate without
using scientific jargon. On the other hand, social scientists worried about their ability
to do rigorous research without succumbing to the new interests of business. It is in
this context that the OD work at the Massachusetts Institute of Technology (MIT), the
Center for Research on the Utilization of Scientific Knowledge at the University of
Michigan and at the UCLA Human Relations Research Group, and their preoccupation
with "the uses of social research to improve social practice" (Lippitt, 1967) must be
understood.
Nevertheless the alliance worked. The much touted Hawthorne studies are an
excellent example of its promising nature: from approximately 1934 to 1958 Western
Electric, the manufacturing and supply branch of AT&T, the National Research
Council, MIT, and the Harvard Business School spent over a million dollars in studies
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on the motives and behavior of workers and on how to increase productivity (Baritz,
1960:77).
The total worker and the organization as a whole. The 1950s became known
as the age of human relations." Social scientists of the human relations school
"discovered" the sentimental worker (Hollway, 1991:71) and searched to supply the
good worker" (Edwards, 1979:147). The sentimental worker is a worker who has
emotions and interpersonal needs; it opposes the previous model of an 'economic
man whose basic needs were food, shelter and survival. The good worker is one
whose behavior is amenable to bureaucratic control. Good bureaucratic workers are
rules oriented, dependable, predictable, loyal, committed to the firm, and self directed
in accordance to the firm’s goals and values (Edwards, 1979:149-150).

"In

bureaucratic control workers owe not only a hard day’s work to the corporation but
also their demeanor and affections" (: 148).
I suggest OD becomes concerned with a combination of these
two worker types which I name "the total worker." The total worker is,
...multidimensional-a reflection of many causes-not just one.... [his] behavior
reflects the person, the many aspects of the situation he is in, and the
interaction among all three.... if a manager wishes to change the behavior of
someone (or of himself) he needs to consider the behavior of the person in the
situation. (Buchanan, 1967:5)
The formulation of the total worker leads to the formulation of "the organization as a
whole" (Baritz:6). The social science-business alliance now needs to understand how
the worker interacts in a context: the individual in a group, in an organization, and in
society.
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Organization development strategies reflect this...finding in two ways. First
the primary focus is on the organizational unit (the situation), not on individual
personality....Second, such programs are concerned with all aspects of a unit's
operation, not solely the organization structure or relations among its members
or any other single aspect. As the members identify one aspect needing
improvement, they are encouraged and helped to follow this thread into the
web of which it is a part. (Buchanan, op. cit.:5-6)
The complexity of the bureaucratic organizations of the 60s and the
reformulation of the human relations worker-subject suggests a new object of study:
the organization as a whole, or in other words, OD’s "systems knowledge."
The phenomenon of OD and how (power)knowledge is created
The most important poststructuralist questions I attend to in this reading are:
what/who is represented in this text; how is it represented; who (re)presents and
invokes what authority; and why now, that is, how is it that whatever is represented
can be represented now at this particular time and place, and to what effect? Though
on first instance these questions seemed to be directly or indirectly answered in the
text, I intend to show that the answers are not univocal nor uncontestable.
For who, bv who, and in the name of who?
On first reading, the book's foreword and preface say it all. The book is
about,
a systematic attempt to describe the various strategies and tactics employed in
different kinds of OD efforts. Beckhard goes beyond his own approach and
tries to build a general framework within which most OD programs can be
located. (:iv)
It is written for,
managers, specialists, and students of management who are concerned with the
planning and conduct of such programs... (:v)
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The intent is,
to provide a relatively systematic description of the "state of the art," and to
give the reader some criteria on the basis of which he (sic) can make decisions
on the planning and conduct of organization-development programs and
activities. (:vi)
Y
The book is written by,
several of the foremost theorist-practitioners [to give them] a chance to explain
eir own view of OD and their own style of working with client systems. (:iii)
And it is based on the authority of,
the author's own experience in helping organization leaders with plannedchange efforts, and on related experience of colleagues in the field. (:v)
A second reading shows that we start with a book from men to men; from
colleagues

to

leaders to enlighten them about a new kind of knowledge given their

authorial experience. The editors acknowledged that "some obvious names [were]
missing - Argyris, Tannenbaum, Ferguson, Bradford..." but they hoped "to get these
men and others to write about their theory and practice [in future volumes]" (:iii)
(emphasis mine). The book is about the representation of their new knowledge and
about the (dis)semination of a new social practice.
What is OD a response to and to what effect?
As discussed in the previous chapter, scientific accounts would have us believe
that discoveries in the social sciences are the result of the progressive advancement of
knowledge. Foucault's genealogies propose instead that new social practices and
power-knowledge are the result of chance events and struggles among different social
actors. I have suggested that the conditions of possibility for OD's emergence are
social and historical and that they have to do less with the "progress of applied
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behavioral science knowledge” and more with 1) the alliance of social science and
business, 2) changes towards bureaucratic control in late capitalism, and 3) the
demands for social change by the new subjects of the sixties. Using my reading
strategies, I shall demonstrate that these themes are present in the text and that they
can be re-read in relationship to a class subtext in the "emergence of OD."
In this first deconstructve reading I set out to show how the book incorporates
the themes of turbulence, change, bureaucratic control, and the "social change" of the
sixties at the same time that it distances itself from these very themes and from the
new social subjects whose demands are the cause of such "turbulence." This
incorporation and distancing is accomplished by a double textual move. In the first
move the themes are interpreted from the perspective of the dominant groups and a
distance is established between OD and these new subjects with their demands. In the
second move, as these other voices are silenced, OD aligns itself with the dominant
corporate group, that is, managers and owners.
I will show how this re-reading is possible by creating a new text composed of
three related texts. First, I present "texts" lifted from Beckhard's book and from a
book by Bennis entitled "Organization development: Its nature, origins, and prospects"
which is a "sister-book" to Beckhard's in the Addison Wesley series previously
mentioned. My textual operation consists of weaving these two texts together and
presenting them as one in a column on the left side of the page. Bennis text is
indented. I suggest you read that column as a conversation between two famous OD
colleagues and pioneers whose discourse is complimentary and intertextual. In the
right hand column, I present texts lifted from writings representative of the social
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subjects and struggles of the sixties: Malcom X, Martin Luther King, Eldrige Cleaver,
The Kerner Report, John Lewis, Stokely Carmichael and Charles Hamilton.
The two columns face each other to show that both sets of actors are reading
the same social text. However, the interpretations and solutions they present are quite
different in their effect. The OD text on the left evades and silences the text on the
right hand side. Instead of contributing to democracy, social change and the solution
of social problems, OD talks of managerial control and hierarchy, and leaves
unquestioned the inequalities already inherent in the bureaucratic firm.

I have placed

my own commentary in the text in the form of capitalized titles which divide the
columns into sections. My purpose is to highlight the (dis)connection between the two
texts. This disconnection can be interpreted as hostile because it excludes and
separates the OD consultants with their concern for organizational "efficiency" from
the Others (the poor, the black, the prisoners, the marchers and rioters) with their
struggles for social change.
In a sense, we are all reading the same social text. Nevertheless, by inter¬
relating the written texts produced by the different social actors (OD consultants and
the Others), I show how the texts reveal the social alignments in which both sets of
actors are located and in which they are locating themselves.
Beckhard & Bennis

Others

THE PROBLEM
We feel that there must be some
structural changes now, there must be a
radical re-ordering of priorities, there
must be a de-escalation and a final
stopping of the war in Vietnam and an

How can we optimally mobilize human
resources and energy to achieve the
organization's mission and, at the same
time, maintain a viable, growing
organization of people whose personal
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needs for self worth, growth, and
satisfaction are significantly met at
work? (Beckhard:3)

escalation of the war against poverty
and racism here at home....we are not
going to allow any military-industrial
complex to control this country. (King,
1968, In Carson, et al.:405)

The problem is how to integrate
individual needs and
organizational goals....it is the
inescapable conflict between
individual needs (like spending
time with the family) and
organizational demands (like
meeting deadlines). (Bennis:28)

There is a vital job to be done among
poor whites. We hope to see,
eventually, a coalition between poor
blacks and poor whites....we see such a
coalition as the major internal
instrument of change in American
society. (Carmichael, 1966,, In
Carson, et al.:285)

THE TURBULENT ENVIRONMENT
Management today operates in a very
different environment than ever
before.... the general environment is
highly dynamic. The sixties may well
be described as the "decade of the
explosion".... The Knowledge
Explosion. The Technological
Explosion. The Communications
Explosion. The Economic Explosion.
(Beckhard: 3-4)

We march today for jobs and freedom,
but we have nothing to be proud of.
For hundreds and thousands of our
brothers are not here. They have no
money for their transportation, for they
are receiving starvation wages...or no
wages at all.
In good conscience, we cannot
support the administration's civil rights
bill, for it is too little, and too late.
(Lewis, 1963, In Carson, et al.: 163)
A true revolution of values will soon
look uneasily on the glaring contrast of
poverty and wealth. With righteous
indignation, it will look...and say: "It
is not just." (King, 1967, In Muste:47-

OD is a response to change, a
complex educational strategy
intended to change the beliefs,
attitudes, values and structure of
organizations so that they can
better adapt to new
technologies, markets, and
challenges, and the dizzying rate
of change itself. (Bennis:2)

8)

THE NEW SOCIAL SUBJECTS
We mean by [political modernization]
three major concepts: (1) questioning
old values and institutions of the
society; (2) searching for new and

The worker in Western countries is no
longer dependent upon a particular firm
for employment. There are choices.
Because of this he is in a position to
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ask for a greater share of the rewards
and the profits. It is a fact in the
United States, at the time of this
writing, that practically every
employable person has a choice of
more than one place to work. Such a
condition makes entirely different
demands on management and the work
force and sets up entirely new
relationships between them.
(Beckhard:4)

different forms of political structure to
solve political and economic problems;
(3) broadening the base of political
participation to include more people in
the decision-making process.
(Carmichael & Hamilton, 1967:39)

Another change in the nature of the
workforce is the increase in
professionalism....Today's engineer or
computer specialist or personnel
specialist is a member of a fraternity of
specialists representing a common
technology. His membership in this
society tends to be more central to him
than his membership in a particular
organization. The implications of this
for rewards systems, recruiting, and
training, are formidable. (Beckhard:4)

These CORE members stemmed from
the 'upper lower’ class within the
Negro community system's of social
stratification. Their parents were
members of the unskilled but steady
and respectable working class. The
CORE members themselves were
upwardly mobile...being college
students. (Bell, 1968, In Piven &
Cloward:223)

THE CHANGING CONDITIONS
Thus we reject the goal of assimilation
into middle-class America because the
values of that class are in themselves
anti-humanist....We must face the fact
that, in the past, what we have called
the movement has not really questioned
the middle-class values and institutions
of this country. (Carmichael &
Hamilton, 1967:41)

The problem of power has to be
seriously reconsidered because
of dramatic situational changes
that make the possibility of oneman rule not necessarily "bad",
but impractical. I refer to
changes in top management's
role. (Bennis:29)

Our political philosophy will be black
nationalism. Our economic and social
philosophy will be black nationalism.
Our cultural emphasis will be black
nationalism.
The political philosophy of
black nationalism means: we must
control the politics and the politicians

Another condition... is that we are in
the midst of a revolution of "class
structure". Social class is more and
more being replaced by economic
class. More and more people see the
opportunity of moving out of the
subsistence category and toward a
condition in which they can lead a
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more dignified life....The need for
dialogue, for example, between
members of junior management and
members of the work force, is much
greater today than when each stayed in
his own class compartment and
communicated only in terms of work
tasks. (Beckhard:4)

of our community. (Malcom X,
1964:21)

THE VALUES
Collaboration.... is the problem
of managing and resolving
conflicts.... As organizations
become more complex, they
fragment and divide, building
tribal patterns and symbolic
codes, which often work to
exclude others (secrets and
jargon, for example) and on
occasion to exploit differences
for inward (and always fragile)
harmony. (Bennis:29)

Behind police brutality there is social
brutality, economic brutality, and
political brutality. From the
perspective of the ghetto, this is not
easy to discern: the TV newscaster and
the radio announcer and the editorialists
of the newspapers are wizards of the
smoke screen and the snow job.
(Cleaver, 1968:133)

The "business environment" and "many
values" are also changing, producing "a
whole new set of demands on the
manager". (Beckhard:4-6)

America, the richest and most powerful
nation in the world, can well lead the
way in this revolution of values. There
is nothing, except a tragic death wish,
to prevent us from re-ordering our
priorities, so that the pursuit of peace
will take precedence over the pursuit of
war. There is nothing to keep us from
molding a recalcitrant status quo until
we have fashioned it into a
brotherhood. (King, 1967:48)

THE OPPORTUNITIES
I want to devote my time to reading
and writing, with everything else
secondary, but I can't do that in prison.
I have to keep my eyes open at all
times or I won't make it. There is
always some madness going on, and
there is no choice in the matter: you

Today, due primarily to the
growth of science, technology,
and research and development
activities, the organizational
environment of organizations is
rapidly changing. It is a
turbulent environment, not a
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placid and predictable one, and
there is a deepening
interdependence among the
economic and other facets of
society. (Bennis:30

cannot sit and wait for things to come
to you. (Cleaver, 1968:49)

Most progressive managers today are
deeply concerned with the problem of
developing managerial strategies
appropriate to the changing conditions.
...The search for ways of concurrently
increasing collaboration among the
members of organizations and at the
same time increasing the rationality of
decisions occupies many hours of
management time and many chapters in
management books. (Beckhard:7)

The racial disorders of last summer in
part reflect the failure of all levels of
government-federal and state as well
as local-to come to grips with the
problems of our cities. The ghetto
symbolizes the dilemma: a widening
gap between human needs and public
resources and a growing cynicism
regarding the commitment of
community institutions and leadership
to meet these needs. (Kerner Report,
1968:283)

THE CHOICES
Though some changes are seen
as "inevitable" given certain
trends (such as industrialization,
complexity, and scale) we have
little choice, so it seems, to
participate in the development
of more humane and democratic
systems. That's what
organization development is all
about, and that's why it has
emerged as such a zestful
avenue for revitalization in the
late I960's. (Bennis:35)

The most violent encounters took place
in Birmingham. Police used dogs,
firehoses and cattle prods against
marchers, many of whom were
children. White racists shot at Negroes
and bombed Negro residences. Negroes
retaliated by burning white-owned
businesses in Negro areas. On a quiet
Sunday morning, a bomb exploded
beneath a Negro church. Four young
girls in a Sunday school class were
killed. (Kerner Report, 1968:35)

THE SOLUTION

?

Organization development is the name
that is being attached to total-system,
planned-changed efforts for coping with
the above-mentioned conditions.
(Beckhard:7)
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A dialogue of the deaf or a contest between two different classes of social
subjects? In this chapter, my reading of Beckhard's book is concerned with the
classed subtext in OD, so I will concentrate on calling attention to the ways in which
the text reproduces and reinscribes dominant class relations. Though my main
argument throughout this dissertation is that reading class, gender or race in isolation
of each other is an incomplete form of reading, I will limit myself in this chapter to
what I call "the classed subtext" as a heuristic device to introduce how one can read
class in an organization development book.
The fact that Beckhard says apparently nothing about class does not mean that
we cannot study the classed nature of the text. As Fraser (1989) says,
It simply necessitates that one read the work in question from the standpoint of
an absence, that one extrapolate from things [he] does say to things he does
not, that one reconstruct how various matters... would appear...had those
matters been thematized. (: 114)
What is required is a reading that identifies and interprets the indirect allusions, the
absences, the premises, the truisms on and about class on which the text rests. So for
my second reading strategy I deconstruct Beckhard's definition of OD and explore the
textual oppositions on which it rests which are also reflective of the subject positions
in contest above.
Deconstructing a seminal2 definition of OD
The deconstructive reading which follows is created by presenting Beckhard's
text on the left hand column and my commentary on the right hand column. My
ironic commentary is a combination of definitions, questions, and critical comments.

2 The use of the word "seminal" is deliberate to refer to the traditional scholarly
use of this word plus its male imagery.
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The way I weave and position Beckhard's text in opposition to mine creates a new
text, which can also be deconstructed. (This can be easily done by reading race and
gender which will be attempted in the next two chapters.) My purpose here is to play
with the meaning of the signs and in so doing highlight how the author textually
constructs a closed, innocuous and precedent-setter definition which I attempt to
question, open and disrupt. I suggest you read by moving from column to column and
once in a while taking a pause to reflect on what the reading does to you.
Beckhard

Commentary

I want to look at organization
development as a phenomenon. (:9)

Phenomenon: a fact, occurrence or
circumstance observed or observable;
something that impresses the observer
as extraordinary; a remarkable thing or
person; philos. an appearance or
immediate object of awareness in
experience; a thing as it appears to the
mind. Syn. prodigy, marvel, wonder.
(Random House College Dictionary)
In the stroke of one sentence, with the
use of the word "phenomenon", OD is
named, granted ontological reality and
defined as new science. A rhetorical
prodigy, indeed.

Organization development is an effort
(1) planned. (2) organization-wide, and
(3) managed from the top, to increase
organization effectiveness and health
through (5) planned interventions in the
organization's "processes”, using
behavioral-science knowledge. (:9)
[emphasis mine]
Effort: force; using energy to get
something done; exertion of strength or
mental power. (Random House College
Dictionary) So, whose effort?

1. A planned change effort....involves
a systematic diagnosis of the
organization, the development of a
strategic plan for improvement, and the
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mobilization of resources to carry out
the effort.(:9)

The effort of those on "the top". To
"manage" what or who?...
To manage what? The "system",
which is what is under the control of
the manager. The environment, that
which is outside the boundaries of the
organization/ system, that
uncontrollable, chaotic, dynamic
(feminine?) force, has been left out in a
clever textual move. Because what
Beckhard started to be preoccupied
with at the beginning of the book was
the environment, not the organization.
The effort is to be wide (and long,) that
is, all encompassing. Encompassing all
that within the boundaries of the
organization; what's outside is not so
easy to manage.

2. It involves the total "system".... A
total organization change such as a
change in the culture or the reward
systems.... [A] system which is
relatively free to determine its own
plans and future within very general
constraints from the environment. (:10)

[2a] organization-wide. (:9)

3. It is managed from the top. The top
management of the system has a
personal investment in the program and
its outcomes.... This does not mean
they must participate in the same
activities as others, but... they must
have both knowledge and commitment
to the goals of the program and must
actively support the methods used to
achieve the goals. (:10)

To manage who? Those on the bottom
- women, workers, blacks, hispanics,
the "other".

4. It is designed to increase
organization effectiveness and health.
[W]hat an "ideal" effective, healthy
organization would look like.... a)
work [is managed] against goals and
plans,... b) Form follows function,...
c) Decisions are made by and near the
sources of information,... d)...
managers and supervisors are rewarded

The effort is, besides managing others,
for "health and effectiveness"; not
justice, or equality, or democracy.

The opposition managers/"other" is
reinforced. Managers "manage the
effort"; "others" participate in the
effort. This is clearly something that
managers plan for others (they need not
participate). The top requires the
bottom - OD sustains the top in relation
to the bottom. Traditional class
relations are re-inscribed in the text.
OD must be part of the top, no?

But the OD consultant is the definer,
expert and judge of effectiveness and
health, a combination of organization
philosopher and therapist.
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(and punished)... for short term profit
or production performance, growth and
development of their subordinates,
creating a viable working group,... e)
communication... is relatively
undistorted,... f) there is minimum
amount of inappropriate win/lose
activities,...g) there is a shared value...
of trying to help each person (or
unit)... maintain his (or its) integrity
and uniqueness. (: 10-11)

Healthy and effective = rational.
But this ideal organization does not
sound so different from the principles
of the SDS in the Port Huron
Statement:
...that work would involve incentives
worthier than money or survival. It
should be educative, not stultifying;
creative, not mechanical; self-directed,
not manipulated, encouraging
independence, a respect for others, a
sense of dignity.... (In The New
Radicals. : 156) Some of the rhetoric of
the 60s is the same all over.
The effort is PLANNED (mentioned
twice, just in case we didn't get it) not haphazard, not spontaneous, not
revolutionary.

5. [OD] achieves its goals through
planned interventions using behavioral
science knowledge. A strategy is
developed of intervening or moving
into the existing organization and
helping it, in effect, "stop the music,"
examine its present ways of work,
norms, and values, and look at
alternative ways of working, or
relating, or rewarding....
The interventions used draw on
the knowledge and technology of the
behavioral sciences about such
processes as individual motivation,
power, communications, perception,
cultural norms, problem-solving, goal¬
setting, interpersonal relationships,
intergroup relationships, and conflict
management. (: 13)

So, planned by whom? In addition to
the manager, the effort must also be
that of the OD consultant - the one who
helps plan the "intervention", but which
the text does not mention. I wonder
why - an invisible hand? The invisible
hand of science or the market.
Intervention: interference in the affairs
of others; mediation; the act by which
a third party interposes and becomes a
party to a suit pending between other
parties (Random House).
The text must be referring again to the
struggle between those on the top, the
bottom, and the middle? Or maybe it
is to "intervene" in the "episodic and
unpredictable manifestations of a play
of dominations" (Smart, 1983).
But, no, the "interference" is in the
organization's "processes",
(communication, interpersonal
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relations, etc.) using behavioral-science
knowledge, which legitimizes the whole
thing and attaches it to a scientific
tradition - empiricist, logical
positivistic, instrumentalist.
Note this definition of OD is a classic because it was one of the first and is one
of the most cited in the field. After thirty years the definition is still used and appears
for example in French, Bell, & Zawacky's "Organization Development" (1983), one
of the four most commonly used texts in current OD programs in the nation (Ploof,
1990).
Textual oppositions and the classed subtext in OD
Next I identify four textual oppositions which ground Beckhard's definition and
which, in fact, ground the discourse of OD. I argue that it is these oppositions which
created and continue to sustain the conceptualization of OD. By textually subverting
these oppositions I suggest that OD can be literally and figuratively pried open in
order to be made something different from what it is today. First, three of the four
oppositions are analyzed to show how the class subtext of the discourse of OD is
fundamental to its constitution. These oppositions are organization/environment,
planned/change, and management/work force. The fourth opposition science/rhetoric
is discussed later in the chapter. My analysis will show how the discourse that is
constructed out of these oppositions re-produces and re-inscribes dominant social
(class) relations in organizations.
OrpanWation/environment. The system metaphor, taken from biology and the
natural sciences, is the root metaphor of OD and serves as the basis of the
organization/environment opposition found throughout this text. Though in systems
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thinking organization and environment, or better still, its relation, defines the construct
"system,” organization theorists and practitioners have used the metaphor in a fairly
limited way (Peery, 1972; Phillips, 1972; Morgan, 1986). Beckhard's book is no
exception.
All throughout the text "organization" exists in opposition to (and in conflict
with) "environment". Organization is the privileged term in the pair. Organization is
demarcated by the supposed boundary that separates "it" from the environment;
defining what is "in" and what is "out". In this opposition, organization becomes that
which the manager can control and the environment is relegated to that which lies
outside; something that changes, is explosive, and potentially out of control.
I suggest there is gender symbolism in this metaphor which is present despite
the author's intentions (K. Ferguson, 1984; Calas & Smircich, 1990). The healthy
organization can be read as male, rational, goal directed and responsive to applied
behavioral science. The environment is "other," uncontrollable, chaotic and turbulent.
Though the rationale for the need for organization development is to help
organizations respond better to the dynamic changes in the environment, we end up
with a (gendered) applied behavioral science which helps "lean and mean
organizations to compete by intervening only in the most internal processes of the
organization; groups and their relationships. The OD consultant becomes a coach for
the "boys" to help them win their management "game" against the turbulent
environment.
One practical consequence of the organization-environment opposition is that
the political and the social can be made to fall outside the boundaries of the
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organization and, thus, are of no concern to the manager and OD consultant. All the
class, gender and race struggles which dominate the scene during the sixties decade
can be classified as issues of the environment and pushed outside the text. Beckhard's
book is glaring in its silence about the social struggles of the 60s.
The opposition organization/environment inevitably conjures two other
oppositions: organization/individual and organization/society. Thus, we come to
categorize the world in three levels, which are not in relation to each other. In fact,
they are presented "as if' in opposition. A second move follows: environment comes
to be equated with society, organization with system, and individual with self. The
three levels are all textually "made to be" in conflict with each other, reflecting the
dominant ideologies of capitalism and liberalism. In this scheme of things, the "total
organization" is nothing more than what happens to the "rest" after the "top" decides
on problems, solutions and ways of implementing them.
Planned-change, an oxymoron? Two oppositions are evoked in the phrase
planned change: planned/chaotic and change/status quo. How can we interpret these
contradictory pairs? Change is conceptualized in systems theory as goal and growth
oriented. It is internal, incremental and homeostatic. In addition, it is seen as being
consensus driven because conflict is seen as negative and seldom a source of positive
change. The OD model of planned change presented by the author follows these
assumptions. Though OD is supposed to help organizations cope with the dynamic
conditions in the changing environment, in fact organization change is to be managed
from within, planned and controlled by the manager. Against the background of
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dominant systems theory assumptions, the apparent textual contradiction in plannedchange is not a contradiction.
Furthermore, it is not possible to undo the textual opposition planned-change
without dealing with the opposition chaotic-status quo. I suggest that what is achieved
with the play of words "planned change" and the displacement of the hidden pair
"chaotic-status quo" is a privileging of a particular type of change only: that type of
change which is planned and controlled from with-in by managers. It is a sort of
political liberalism applied to organizations. The social consequences are clear. The
turbulent environment of the sixties is not going to touch ODed organizations.
Management/work force. All throughout the text class relations are re-inscribed
in the opposition management/work force. Management is the privileged term in the
pair, and in fact, the book is written for managers and only management examples are
offered. But the author also refers to three organizational levels which more clearly
re-present and re-produce dominant social relations in organizations: "top
management, middle management, or the work force" (:26). Because this three level
classification is used in the text, I have chosen the framework of the professional
managerial class (PMC) to analyze the opposition management/work force
(Ehrenreichs, 1979)3.

3 Although the analysis offered by the Ehrenreichs is not without controversy
(Szymanski, 1979) I use the concept PMC as a heuristic devise. Whether it is PMC
or new petty bourgeoisie, the analysis of OD consultants as members of a new class
still applies.
87

The Ehrenreichs define the professional managerial class as,
Salaried mental workers who do not own the means of production and whose
major function in the social division of labor [is] the reproduction of capitalist
culture and capitalist class relations.
Their role in the process of production may be more or less explicit, as
with workers who are directly concerned with social control or with the
production and propagation of ideology (e.g. teachers, social workers...). Or it
may be hidden within the process of production, as is the case with the middlelevel managers, engineers and other technical workers whose functions...are
essentially determined by the need to preserve capitalist relations of production.

012)
I suggest that Beckhard's book is not primarily about a technology of change but about
a new relationship between two different social actors of the PMC: managers and the
"new" OD consultants. The opposition management/work force is displaced and
replaced by one of similarity between managers and consultants who are subgroups
within the same class and members of the same team! The book (and OD) is about
these two organizational subjects and their role in organizations.
Both, owners (top management) and workers (work force) are displaced in the
text. The role of the owners, as in one of Beckhard's OD cases presented in later
chapters, is to stay out of the business of the organization; the OD intervention is to
change the organization's culture "from a family-owned, family managed to a family
owned, professionally managed organization (:45) [emphasis mine]. The problem
Beckhard wants to resolve is not owners-owning, but owners-managing. (This is
consistent with the management discourse of the 20th century initiated by Taylor and
the scientific management school).
As I have demonstrated before, workers are the displaced organizational
subjects all along: since the beginning of the text they are the absent presence."

88

Thus, dominant class relations in organizational life are reproduced as follows: 1) the
role of the manager is privileged, though they required the consultant's help in
effectively accomplishing their role, 2) the owners are reaffirmed as capitalists and
offered the help of the new scientists in "managing the managers" to improve
organizational effectiveness and health, and 3) the working class is kept in their place
through the application of "applied behavioral science," e.g., psychological techniques
for manipulation with origins in the re-interpreted Hawthorne studies4 through the
manager's role and bureaucratic controls.
The attraction of this alliance is its potential productivity. OD enters the
managerial discourse by providing new strategies of control which intervene at the
level of the social with specific organizational subjects - the managers of the 60s.
Strategies like team development, goal setting and planning, intergroup relations,
education for individual managers. In the context of the demands for radical change
of the sixties, OD appropriates the "dangerous" rhetoric of social change and turns it
around on behalf of the status quo. For example, "influence" viewed as "appropriate
behavior" substitutes for "force" as a form of power (:6). (The alllusion to the social
"forces" on the outside cannot be missed!)

In other words, OD provides "capital"

with effective strategies of control more appropriate to the discourse of the times (of
labor's power increase, of the civil rights and the women's movements, of demands

4
Blumberg (1968) provides evidence of the re-interpretations which
occured in the published works after the Hawthorne studies were conducted. These
interpretations emphasized and privileged the variables of communication and
supervision in explaining the results of the experiments as opposed to variables like
employee's participation and control of their work and environment.
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for equality and democracy) and to the political, cultural and social changes of the
decade with implications for the treatment of people in organizations.
At the same time OD creates a rhetoric which is less threatening to owners
and managers, it also creates another role for "scientists" appropriate to the
increasingly important role of the PMC. A role befitting of the training functions
required to discipline5 the newly recruited managers coming from the ranks of the
working class. The OD consultant comes to function as an "intervenor" between
managers and work force, and between managers and owners. A new disciplinary
role within the PMC is created of an even more specialized kind of intervenor between
workers and owners than the managers themselves: a privileged, but unstable position,
indeed!
Advancing new knowledge or the rhetoric of OD
In reading Beckhard one is struck by the process by which new knowledge - a
new discipline - is created in the writing and production of the text. Two elements of
this creation stand out: the self referential character of the narrative and the language
of science used to legitimate it. The purpose of my analysis is to call attention to the
rhetorical ways, in other words, the textual accomplishment behind the creation of a
very specific kind of organization development/planned organization change.
The classed effects of self-referential discourses.

Early in the book Beckhard

presents "some operational goals in an organization-development effort (.13). These

5 Disciplining is used here in the Foucaudian sense of "docile" bodies,
subject(ed) to particular norms and subjectivities. "A body is docile that may be
subjected, transformed and improved [through] a multiplicity of often minor
processes" (Foucault, 1977:138).
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goals correspond almost in exact manner to the pre-stated OD definition of
"organization effectiveness and health" (: 10-11).
For example, the fifth goal reads:
5) To reach the point where decisions are made on the basis of information
source rather than organizational role. This means the need to move toward a
norm of the authority of knowledge as well as the authority of role. It does not
only mean that decisions should be moved down in the organization; it means
that the organization manager should determine which is the best source of
information (or combination of sources of information) to work a particular
problem, and it is there that the decision-making should be located. (: 14)
[Emphasis mine]
This goal refers to the "ideal healthy organization" where "decisions are made
by and near the sources of information..."(: 10). From this statement of goals, the
reader could infer that what is suggested is that workers be given authority to make
decisions over those areas where they have or are closest to the source of information,
for example, rate of production or product quality. This is where Beckhard, the Port
Huron Statement, and the workers democracy movement of the 60s part ways.
...that the economy itself is of such social importance that its major resources
and means of production should be open to democratic participation and subject
to democratic social regulation. (In Jacobs & Landau, 1966:156)
Nothing like the above is contemplated. This aspect of the "change" rhetoric is
neutralized by another move. The use of the conjunctive "as well as" in the fifth goal
clarifies that one kind of authority is not to be substituted for another. The basis of
authority is not to be spread around in organizations. What this textual move does is
to enrich one kind of authority with another, that is, to add more "knowledge" to the
authority of the manager.
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The circular nature of the arguments presented in the second chapter,
'Organization Development, Planned Environment Change", must be highlighted. If
the operational goals of OD discussed above turned out to be nothing more than a
reshuffle of the prior list of characteristics of effective/healthy organizations, then the
characteristics of "successful organization-development efforts" are nothing more than
a rearranging of the definition of OD provided earlier. For example, OD efforts need
to have a "planned program," to involve the "whole system," to be "long-term," to
make sure "the top is involved," and to be "action-oriented" (: 15-6).
The self referential character of this narrative re-appears in statements on the
"kinds of organization conditions that call for OD efforts." For example,
An essential condition of any effective change program is that somebody in a
strategic position really feels the need for change. In other words somebody or
something is "hurting." (:16)
Now, who is this somebody or something that "hurts"? In answer to this, the "kinds
of [organization] conditions or felt needs that have supplied the impetus for
organization-development programs" are listed:
1. The need to change a managerial strategy.
2. The need to make the organization climate more consistent with both
individual needs and the changing needs of the environment.
3. The need to change "cultural" norms.
4. The need to change structure and roles.
5. The need to improve intergroup collaboration.
6. The need to open up the communication system. (: 16-18)
But note that all these needs reflect a managerial perspective as to what is needed.
The text confirms my reading:
If a top manager, or strategically placed staff person, or enough people in the
middle of the hierarchy, really feel this need, the organization is in a "ready
state" for some planned-change effort to meet it. (: 17)
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In this rhetorical move, the "organization” becomes the PMC members: those people
in middle to top level positions of the organizational hierarchy.
A further rhetorical move defines needs in terms of already decided solutions.
For example, "the need to change a managerial strategy" is not a need, it is a solution
to a need (or problem) which the author does not mention. Similarly, with the need to
change "structure and roles," or "cultural norms," or "open up communication
systems," the problems to which these are solutions are not discussed. They remain
occluded from the reader or pushed outside the organization. Or might the author be
referring to some unmentionable problems in organizations and their environments,
such as class conflict? Clearly, the "need for change in motivation of the work force"
(:19) is not a worker need; it is a managerial need. And the text confirms it when
Beckhard clarifies,
it specifically refers to situations which are becoming more and more frequent
where there is a need for changing the "psychological ownership" condition
within the work force. (:19)
But, that is how managers and not the new social subjects of the sixties defined the
problem. In workplace democracy change efforts, workers define the problem, among
others, as one of economic inequity and imbalance. The solution to this "need" is to
reduce the wage differential between the highest and the lowest paid organization
members (this differential is in the order of 1:100 in U.S. corporations, 1:10 in
democratic workplaces in the U.S., and 1:3 in Nordic countries).
The OD consultant seems too ready to accept the manager’s definition of
"need." In fact, the moves described above align the OD expert with the manager and
the manager is made synonymous to the system and organization. This is not "new

93

knowledge": it is metonymy and synecdoche6.

So, we see how in the few first pages

of this book a new field of knowledge is textually defined, rationalized, and attached
to a scientific tradition. As a result, the boundaries of this new knowledge are laid out
and choices are made as to which social actors are in and out of the OD discourse.
OP strategies and the language of OP. The last chapter in part 1 of the book
provides an overview of the "strategies, tactics and activities in organization
development," and the kinds of interventions typical of OP efforts (:26-42). In part 2,
the new technology of change is expanded on by examining five cases of planned
organization improvement, that is, "strategies at work" (:43)

The book develops its

argument as if we were witnessing the emergence of a new scientific object - a sort of
organizational nova - and the making of new science.
The how-to of OP described here remains basically the same for the next thirty
years. So it is particularly important to pay attention to how that process is
articulated. However, for my analysis I am more interested in the style of writing used
-and its effect than in the content of the text (what is said about the process of OP).
I read next to identify what Van Maanen calls "realist tales" (1988). These are
tales which conceal the role the teller plays in constituting them with their matter of
fact narrative style. I use words from the text to summarize key points of the
narrative and then point to the effects the words and style have on the reading of OP.

6
Metonymy is a figure of speech in which the name of one object or
concept is made to stand for that of another to which it is related, or of which it is a
part, for example, using 'specter' to refer to 'sovereignty.' Synecdoche refers to
where a part is allowed to stand for the whole.
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The text says that OD works by "examin[ing] the present state of things" by
analyzing "two broad areas":
One is a diagnosis of the various subsystems that make up the total
organization system. These subsystems may be natural "teams" such as top
management,...or they may be levels such as top management, middle
management, or the work force.
The second area of diagnosis is the organization processes that are
occurring. These include decision making processes, communications [sic]
patterns and styles, relations between interfacing groups, the managing of
conflict... (:26)
The disciplinary subject of OD has just been introduced: organization subsystems and
processes.
emerges

From a diagnosis of these systems and processes... a strategy for change
(.27). The strategy for change which emerges, the author continues,

will probably include the following types of "interventions" into the
organization systems and processes:
1. Working with teams on team development.
2. Working on intergroup relationships between subsystems.
3. Working on planning and goal setting processes for individuals, teams, and
larger systems.
4. Working on educational activities for upgrading the knowledge, skills, and
abilities of key personnel at all levels. (:27)
The questions that guide an OD diagnosis are:
What is the specific change problem?
What systems and subsystems are specifically affected?
What is the "state" of each of these subsystems?
How ready for change? How capable to make the change? (:46)
These questions are later presented in the narrative as "the change model" which
guides all OD interventions (:59).
♦

Somehow in this model teams emerge as one of the key organizational
"subsystems" and team building comes to be one of the key OD "process"
f

intervention. According to Beckhard, "almost all organization-wide planned-change
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efforts have, as one of their early targets of change, the improvement of team
effectiveness" (:27). But why this importance on teams and team building? And what
kind of teams?
For Beckhard teams are the fundamental unit of analysis:
The teams may be "family" groups, that is, boss and subordinates. They may
be colleague or peer groups, such as all the regional sales managers....They
may be technical teams, such as the total personnel function....They may be
project teams....They may be start-up teams in new enterprises. They may be
the top management or the board of directors. (:27)
Without going into an exhaustive analysis, I ask the reader to consider that the
import(ance) of the kind of teams Beckhard identifies lies in their classed nature.
Beckhard's teams are all same-level management teams. Thus, this intervention has
the potential for disciplining only middle management organizational subjects who are
another kind of new postwar subject.
So far, I have read Beckhart to show the classed subtext in OD. I demonstrate
next how the author uses the "language of science" as a rhetorical move to legitimate
t

his narrative. I present in table 3.1 (p. 97) a partial list of the language of science
used in Beckhard's book between pages 4 and 55.
All these words and phrases are typically used in scientific discourse to provide
the illusion of an objective account. A particular language and style of writing is used
to present the author's experience and opinions as science.
To further the rhetorical effect, the book's narrative is told in the present and
/

the cases are told in the past tense; the first strategy contributes to a reading of shared
reality and the second results in a reading of accomplished facts, as if they were
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Table 3.1: The "language of science" in OD
OD "scientific" jargon

Rhetorical function

"operational goals"

read - "value free"

"generalizable characteristics of
OD efforts"

read -" law-like"

"it is a fact that," "proved
successful," "a model,"
"additional facts about the state
of things"

read - "claims to special type
of knowledge: factual,
observable, discoverable."

"an examination," "examine,"
" compare," " describes"

read - "claims to special
methods"

"repeatedly", "typically",
" frequently", "experience
indicates"

read - "generalizable data"

"there have been developed,"
"were developed," "significant
factors were," "it has been
found," "there is evidence"

read - "impersonal, objective
scientists at work"

/
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frozen in time. The narrative voice is that of the dispassionate third person. Once in
awhile, though, the author emerges as part of the story, but only briefly so as to
sustain the credibility and author(ity) of his narrative. For example, "I interviewed
the nine members...(:49) or "I worked with the family member and a member of the
personnel staff (:46).
What is re-presented are typical OD interventions with typical managers in
typical .organization s. In some cases the "native's" point of view is presented in the
voice of a satisfied manager to praise the accomplishments of the intervention and to
proclaim the positive changes resulting from the consultant's intervention. However,
mostly what is presented is interpretive omnipotence. This is accomplished by the
interspersion of "behavioral science" principles throughout the text, or the pairing of
science evoking words such as "diagnosis," "facts," "discovered," with words such as
"teams," "systems," and "trust." All Van Maanen's characteristics apply to this text
showing that it is a realist tale (Van Maanen, 1988:64-67). Beckhard has produced
the discourse of OD: a classed subtext joined by the rhetoric of science.
Re-reading organization development:
Subjects, objects and power/knowledge
Beckhard's book was extremely influential in helping to shape what OD has
become. But why was the book so powerful in its effect? I propose that Beckhard
accomplished three key discursive tasks that helped establish and define the discourse
of OD: subjects of knowledge were identified, an object of knowledge was
appropriated, and claims of access to a special type of knowledge were made. An
object of scientific investigation for OD was created in the form of organization

98

(social) systems and processes, science was used to legitimate OD's new knowledge
claims, and the OD scientist or Subject who "makes science" was introduced in the
form of the change agent.
But the creation of the discourse of OD also signified the creation of a new
social actor member of the professional-managerial class. A professional managerial
(sub)class which immediately and inevitably was embedded in the power/knowledge
network nexus of academia, science, business, and "the professions." Because, at the
end oi Beckhard's book, all the elements of the OD profession are already in place.
The characteristic form of self-organization of the PMC was the profession.
The defining characteristics of professions...are: a) the existence of a
specialized body of knowledge, accessible only by lengthy training; b) the
existence of ethical standards which include a commitment to public service;
and c) a measure of autonomy from outside interference in the practice of the
profession... (Ehrenreichs, 1979:26)
OD's "objects" of knowledge
At the same time that it is a subject, the object of OD is the rational,
autonomous, self-actualizing individual of the modern social sciences: the manager.
OD borrows the "object" of knowledge offered by the humanistic discourse of the
times, essentially a unitary, non contradictory, asocial individual. For example,
Beckhard reminds us of a "few relatively universal values today" that this
object/subject possesses. But these values are couched as normative statements,
indicating how the subject is made object in how it begins to be normalized and
subjectified by the discourse of OD;
1. Man is and should be more independent/autonomous.
2. Man has and should have choices in his work and leisure.
3. Security needs should be met. Man should be striving to meet higher-order
needs for self worth and for realizing his own potential.
/
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4. If man s individual needs are in conflict with organization requirements, he
may and perhaps should choose to meet his own needs rather than submerge
them in the organization requirements. (:6)
This same autonomous subject (man) of the management sciences, now embedded in
organizational systems and processes, becomes the object and target of the new OD
practices; the subject and subjected being of the new applied behavioral sciences
(Calls, 1987; Foucault, 1982).
But the above statements also reveal how OD’s discourse talks only to and of
white affluent male experience as these are the only subjects who in the sixties had
choices about work and leisure, who had survival and security needs met and could
aspire to higher-order needs for self realization, and who could feel "free and
independent, especially from forces and persons in "the environment."

We can see

that OD's subject is also the classed subject of the times in contrast to workers for
example, who are portrayed as "stupid, overly emotional, class conscious, without
recreational or aesthetic interests, insecure, and afraid of responsibility" (In Baritz,
1960:201). After all, everyone is where they are because of their own ability and
effort, aren't they?
The object/subject of OD is the white, affluent, male; there is no other position
from which to make this text of "universal values" intelligible. A few problems arise
though. For example, how is this unitary subject to resolve the contradictions between
the humanistic discourse of choice, freedom, and self determination and the capitalist
business discourse of economic, technological and environmental determinism? How
to explain the lack of space in this narrative for the "new" subjects of the sixties women, blacks, native-americans, chicanos? And what about the artificial split
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created when subject and object (i.e. OD consultant and organization manager) are the
same? But science demands the separation of the subject from the object in order for
"knowledge" to be produced.
The rhetoric of science.
The opposition science/rhetoric is the fourth key opposition I identify in
Beckhard s text. Definitions taken from Random House Dictionary will help clarify
how the opposition works:
Science: a branch of knowledge or study dealing with a body of facts or truths
systematically arranged and showing the operation of general laws; systematic
knowledge of the physical or material world; systematized knowledge of any
kind; any skill that reflects a precise application of facts or principles.
Rhetoric: the study of the effective use of language; the ability to use language
effectively; the art of influencing the thought and conduct of an audience.
One of the major achievements in the book is that it uses the rhetoric of
science to help define and de-limit the object of OD's study. This is best exemplified
in the text in the way Beckhard closes the debate about the differences between
organization development (OD) and operations research (OR) (:22-24). Beckhard
quotes Bennis:
In other words, OR practitioners tend to select economic or engineering
variables, certainly variables which are quantitative and measurable and which
appear to be linked directly to the profit and efficiency of the system. The OD
practitioner tends to be more concerned with the human variables and values.
[Emphasis mine] (:23)
But, referring to the previous definitions of science, human variables and
values (the object of OD) are anything but systematic, physical, or factual. So, the
author tries to convince the reader that he or she has a particular claim to scientific
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knowledge by using the rhetoric of science that is, "objectivity.” Remember the
realist tale and the language used in Beckhard's book?
However, the OD audience is probably anything but "scientific.” They are the
managers and owners of the 50s-60s, somewhat skeptical of "intellectuals,” but also
caught in the rhetoric of the post-war technocratic/scientific society. OD feeds on and
feeds the optimism of the times by promising that science and knowledge can be
applied to the solution of social (read "business”) problems. Yet the background for
this belief is the war.
The rhetoric of science is enhanced by the rhetoric of war - "strategies,
tactics,” etcetera. The tone and style of the text is one of "selling.” The themes of
science, war, and sales create a very particular effect which is accomplished by the
use of scientific and military jargon, plus the language of "common experience.” I
suggest that this stylistic combination is addressed specifically to the managers of the
sixties. These are men who are somewhat impressed by scienticism, but more
impressed by "real experience" and a "straight-forward-practical" approach to
problems. The military jargon is a textual strategy to be read like "one of the boys."
The military parlance is a language the "organization man" understands (Whyte,
1956).
On the other hand, the scientific jargon is one the OD/PMC needs in order to
establish itself as power/knowledge.

Anecdotes, organizational examples and

testimonials from other managers are used to provide entry to these "new"
/

organizational scientist-actors (subjects) into the world of business and business-men.
The academics (OD consultants) need to convince both managers and owners of their
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services, so it is a necessary textual move to include "cases" and "statements of fact,"
such as,

[OD can] produce rather dramatic organization results in a very short period

of time" (:40). Not much scientific data, but a lot of "science talk."
Change agents. OD scientists and re-productive knowledge
The science-making subject created by the discourse of OD is the "change
agent:"
A professional role of "change agent" is beginning to emerge in organizationdevelopment work. I think we will see more of this role in the years to come
(•101)
Who are these change agents? The author defines "change agents" as those who
provide assistance in the management of a change effort. But, as Bennis (1966) points
out these agents-are not just anybody. They are,
Professionals, men who, for the most part, have been trained and who hold
doctorates in the behavioral sciences. (1966:114)
Those who are on the outside "making" the social changes of the 60s are immediately
excluded.
OD emerges as a reproductive technology of the social in various ways. First,
it helps re-produce current relations in organizations by sustaining current
organizational structures and ideologies. Second, it begins to generate technologies
"of the social" to use towards organizational "effectiveness and health," which in turn
will modify its role in organizational life and will help generate more technologies of
the social. For example, what started as the narrative of a few technologies for
/

organizational improvement - team development, goal setting, systems diagnosis and
action planning (chapters 4-9) - becomes a prediction "of and "for" the expansion and
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institutionalization of more technologies and a new profession to implement them
(chapters 10-11). Thirdly, the OD discourse is productive in the sense of pastoral and
normalizing. While encouraging feelings of well being and organizational "growth
and health it also helps "normalize" social relations by defining the norms for health,
growth, effectiveness, etcetera, for organizations and its subjects. And lastly, OD is
reproductive in that it begins to claim for itself the ability to re-produce itself as a
"profession."
How will this re-production occur? Managers will make speeches to other
managers (testimonies?) on the the virtues of OD and will (dis)seminate the new
organizational "answer": OD. In addition, there will be,
Close linkage in the teaching of management sciences and behavioral sciences
in management schools [; a] heavy focus on integrating theory and practice in
management school curricula....The management of change will become part
of all management training....(:117)
And then, the textual grand finale - with the help of these professional change
agents,
...top managements will organize to achieve both high-performance objectives
and the values stated...above....A significant aspect of the theme of the
seventies - "the active and continuing search for excellence" - will be an
organization climate in which people can grow and develop, in which creative
capacity can be unleashed, and in which people's personal needs for moving
toward their own potential can be significantly achieved in the work setting.
0119)
The tone demarcates the entry of OD into the scene of organizational-socialpower-knowledge of the seventies to which I turn to next.
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CHAPTER IV
THE CONSULTING PROCESS: THE DISCIPLIN(ING) OF OD
(NO COLOREDS OR OTHER "OTHERS" ALLOWED)

For competence is constituted as a series of exclusions - of women, of people of
color, of nature as a historical agent, of the truth value of art. (Aronowitz,
1987/88:103)

In my reading of Beckhard's book I argued that OD textually constructed itself
as a new science out of three rhetorical moves: by differentiating and building on the
class difference managers-workers-owners, by upholding the hierarchical bureaucratic
rational organization which feeds these class divisions, and by distancing itself from
the turbulent environment of the sixties and the new social subjects who were
questioning, among other things, the inequality of results of such organizational
arrangements. OD emerges then, not as a science to solve the social problems of the
60s, but as a new science in a nexus of power relations to reaffirm the conditions of
class inequality which the struggles for social change of the sixties represented.
My reading of the next book "The consulting process in action" (1978) by
Gordon and Ronald Lippitt will demonstrate how in the seventies OD embeds itself
even more in the professional managerial class and managerial-organizational powerknowledge by submitting to the "professional" discourse of the times. In doing so,
OD becomes a discipline to discipline the change agents (OD consultants) and to
exclude "others" through the "authority of experts" (Haskell, 1984). This second
reading of OD compounds its analysis by working the classed and raced subtext of
OD. I point to the fabrication and operation of OD expertise which once again
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contrary to claims of equality, democratization, and (social) change, serves to
sediment inequality - this time, among the OD professionals themselves. I propose
that those others who are excluded by OD's discourse of "professionalism" are the
new raced and classed subjects of the affirmative action programs of the 70s.
I will use three deconstructive strategies. The first strategy reads the Lippitt's
text against my ironic commentary to demonstrate how the "need for competency"
among the new OD subjects called "change agents" is rhetorically created. The
second strategy uses Foucault's work, particularly his concept of "disciplined bodies",
to propose that the authors' endless lists of competencies and their exhaustive
categories and taxonomies of consultation and consultant attributes have little to do
with facilitating organization change. Instead, its discursive effect is to construct a
disembodied consultant - classless and raceless - subject and subjected to the
professional ethos of the time and applied to/in the emerging "discipline" of OD
consultation. The third strategy is to read the Lippitt’s text against the dissenting
opinion of Judge Marshall in the University of California vs. Bakke decision. With
this reading I will demonstrate how the OD discourse of expertise and its obsessive
preoccupation with knowledge, skills, and values relates to one of the key raced and
classed texts and social issues of the decade: the ambiguous and precarious status of
Affirmative Action legislation and the discourse of equality in the USA. I will argue
that in claiming the right to define the criteria for membership and the rules of
reproduction of OD expertise (e.g. the professional training of OD consultants), OD
closes itself to the intrusion of (upwardly mobile) minorities and solidifies its alliance
with the organizational ruling class - white managers and owners. I start by locating
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the text in the economic and social "crisis" which follows the sixties in order to be
able to perform my readings in the context of the re-grouping of the dominant ruling
classes which takes place in the decade of the seventies.
The seventies after the 60s: The social context
If the 60s were characterized as "turbulent", the 70s are characterized by
"retrenchment" and "quiescence." But,
The seemingly quiescent 1970s, a decade without a firm identity, constituted a
period of profound social transformation and dislocation in American life.
During these years, many of the themes of racial reaction, of opposition to the
egalitarian ideals of the 1960s, were developed and disseminated. For the first
time in a sustained and programmatic way, setbacks in the domestic economy
and US reversals on the international level were "explained" by attacking the
liberal interventionist state. Many of these criticisms had racial subtexts. (Omi
& Winant, 1986:110)
Jameson's periodizing of the 60s suggests that the decade ended in 1973.
...1973-74 is the moment of the onset of a worldwide economic crisis, whose
dynamic is still with us today, and which put a decisive full stop to the
economic expansion and prosperity characteristic of the postwar period
generally and of the 60s in particular. (1984:205)
The 70s mark the end of the postwar's optimism. I attend to three major themes in
my social reading of the 70s: the turn to the right and the climate for race and class
relations, the economic crisis and bureaucratic control in organizations, and the
expansion of the "profession" of Organization Development.
The rightward realignment and the recovery of the ruling classes
My reading of the 60s emphasized one of its most significant characteristics;
that as a social movement it was not just a movement on behalf of an oppressed racial
minority in a white society, but it was also a movement of poor people in an affluent
society. To challenge the position of blacks and the poor in society was to challenge
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the position of whites and the wealthy (Omi & Winant, 1986). Thus, maybe it was
inevitable that the great transformation” of the 60s was to be followed by ’’backlash”
and by a process of rearticulation1 by the ruling classes of key themes and gains of the
prior decade (op. cit.).
Two parallel processes were occurring at the time. On the one hand, a
consolidation of gains and learnings from the social change efforts of the 60s. For
example, the implementation of Affirmative Action in hiring, contracting, open
admissions, and special minority admission programs at universities, especially in
professional schools, brought increased employment of black workers in city
governments and soaring black attendance in colleges and universities. Though "the
movement” was supposed to be dead, the 70s saw the establishment of alternative
organizations and small local groups battling hundreds of issues: food cooperatives,
worker managed organizations, women's health projects, lawyers' and doctors'
collectives, consumer rights, prison support groups, occupational health and safety,
and environmentalist movements (Zinn, 1984; Ehrenreich, 1989; Zwerdling, 1978).
A directory of anti-establishment organizations entitled "Alternate America" listed over
five thousand groups (Zinn, 1984:275). Women's studies programs existed in 78
institutions and about 2,000 courses on women were being offered in about 500
campuses.
On the other hand, an alliance of right wing and conservative forces attacked
the moderate gains and began to rearticulate the 60s in the context of the economic,

1 Omi and Winant use the term rearticulation to mean a discursive reorganization
or reinterpretation of already present themes to infuse them with new meaning.
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political and cultural crisis of the 70s. An important example in this process of
rearticulation is the use of the term "colorblind society" (Omi & Winant, 1986: 113).
In the colorblind society racial considerations are not entertained in the distribution
of goods and services and "preferential treatment" to minorities becomes a new form
of racism in the name of "equality of opportunity." The "equality of results"
advocated by Johnson at Howard University's commencement address in 1965 is set
back. This rearticulation marks the return to prior dominant theories of ethnicity
which had been so thoroughly challenged in the 60s. It was achieved by an attack on
the concept of "group rights" which had been the basis for Affirmative Action and it
involved a return to the discourse of "individualism, market-based opportunity, and the
curtailment of excessive state interventionism" (op. cit.: 127). Intellectuals like Nathan
Glazer led this reconceptualization which was to be used by conservatives and the
New Right alike in their attack of Affirmative Action.
Other examples of the rearticulation process and the rightward realignment
were: the attack on the liberals and the supposed threat of "the new class"2; the
"discovery" of a conservative and white working class (Ehrenreich, 1989; Vanneman
& Cannon, 1987); and the permissiveness-affluence theory to explain and discredit the
student movement. The sixties opposition of "have and have nots" was transformed
into an opposition between "producers and nonproducers" (Ehrenreich, 1989:166).

2 According to Ehrenreich (1989, Ch. 4) the "new class" is a label first used in
the mid-70s by the neoconservative and the New Right to discredit the left and the
liberals of the 60s. It referred to media people, intellectuals, and professionals in
public and non profit sectors whose political agenda was the destruction of the
capitalist system. Curiously enough, the attack on the "new class" did not include an
attack on expert authority as long as it was in alliance with the corporate elite.
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The backlash themes included busing, textbooks censorship, abortion, the Equal Rights
Amendment (ERA), gay rights, the opposition to sex education in schools, and
organized prayer in the public schools. The agenda was "pro-business, anti-gun
control, pro-law-and-order, and pro-family" (Ehrenreich, op. cit.: 161-162).
Organizationally, the minority movements of the 50s and 60s had ceased to
exist by a combination of repression, absorption, or marginalization3 4. In this
organizational vacuum, the convergence of neoconservatism, with its politics of
ressentiment and objections to AA, the new right, with its racially based mobilization
against AA, and the division between liberals and radicals at the end of the 60s
resulted in a "new intellectual and policy-oriented realignment" (Omi & Winant:131).
The last example of the realignment dynamics I call attention to is the
intellectuals' cry of "a crisis of democracy" and an "overloaded" political system.
The city bankruptcies of the 70s were blamed on the impact of increased welfare relief
rolls and the programs of the Great Society (Omi & Winant, 1986:140; Piven and

3 Omi & Winant (1986) refer to absorption and insulation as two types of
cooptation which contributed to the debilitation of the social movements of the 60s.
Absorption is the adoption of demands by the state in suitably moderate form.
Insulation implies a process where the state confines demands to terrains that are
symbolic or not crucial to the operation of the racial order. Both tactics have the
effect of transforming "militancy" into "constituency"; a pluralist interest group
framework replaces grass-roots opposition as the main organizational dynamic. The
demise of the National Welfare Rights Organization and the insistence that tax policy
be defined as a non-racial issue are good examples of the effects of absorption and
isolation, respectively. (See also Piven & Cloward, 1977)
4 Omi & Winant make a differentiation between the politics of ressentiment of
the neoconservatives and the New Right's opposition to affirmative action policies.
Ressentiment is an unwanted consequence of state over-involvement; the new right
mobilizes the feelings of resentment caused by state involvement in social change
programs such as Affirmative Action (Omi & Winant: 128).
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Cloward, 1977:357). Nixon's "workfare not welfare," Moynihan's "culture of
poverty and the pathology generating features of relief’ (Ehrenreich, 1989)
represented a mobilization against the urban working class and the minority poor.
Welfare rights and benefits were gradually curtailed through more restrictive policies
and regulations. Urban policies were restructured to the advantage of locally based
businesses and to the detriment of blacks who now had electoral representation, but no
economic power to make a difference in the city’s councils. Attributing the "urban
fiscal crisis to state intervention and the anti-poverty programs which resulted from
the 60s demands was another significant turn to the right.
By the mid-70s many of the gains of the 60s had been substantially eroded.
Piven & Cloward summarize,
...as federal policies curtailed the public programs which had given aid to the
urban poor, the persisting recession and rampant inflation that characterized the
1970s caused a sharp reduction in the standard of living of already depressed
groups. Unemployment rates were, as usual, much higher among blacks....
[T]he real income of welfare recipients in many states had been cut by as much
as half. (1977:354)
By the end of the 70s "the New Right was already a highly bureaucratic, top-heavy
effort, and a haven ... for legions of middle class intellectuals, administrators, and
political experts" (Ehrenreich, 1989:161). The realignment of the "power-elite" - the
executives, the military and the political directory - (Mills, 1956) was represented by
the $80 billion U.S. military budget where two-thirds of the 40 billion spent on
weapons systems was going to 12-15 giant industrial corporations. Eight out of ten of
these contracts were not competitive (Zinn, 1980).

Ill

Zinn's sobering statistics provide a glimpse of the social situation at the end of
the 70s.
...the top 10 percent of the American population had an income thirty times
that of the bottom tenth; the top 1 percent of the nation owned 33 percent of
the wealth. The richest 5 percent owned 83 percent of the personally owned
corporate stock. The one hundred largest corporations...paid an average of
26.9 percent in taxes, and the leading oil companies paid 5.8 percent in taxes...
[W]hile the general unemployment rate was 7 percent, for blacks it was
15 percent; for white teenagers it was also 15 percent; and for black teenagers
it was 40 percent.
[T]he death rate in that area of Boston where most black and Hispanic
people lived was 50 percent higher than in the Newton-Wellesley-Weston white
suburban neighborhoods. (1980:272-273)
Economic crisis and the crisis of bureaucratic control
The seventies were a decade of "profound sectoral and regional economic
dislocations" (Omi & Winant, 1986:110). Continuous and rising inflation eroded
consumer power and decreased investments. "Stagflation" was the code word given to
this new feature of the U.S. economic system. Jobs and industry left the "frostbelt"
for the "sunbelt," signifying also the changing nature of U.S. industry: big
manufacturing - steel and automobile making in the Northeast - gave way to electronic
and related technologies in the Southwest.
Plant closings and retrenchment caused by the "de-industrialization of America"
brought a decline of optimism about the future. A Harris poll reported that "the
number of Americans feeling 'alienated' and 'disaffected' with the general state of the
country climbed to over 50 percent (In Zinn, 1980:256)." Surveys reported that
people considered themselves worse off economically than the previous year and were
dissatisfied with their personal economic situation (Zinn, op. cit:271).

112

No wonder. The number of the "legally poor" (those with incomes below
$5,500) had risen 10 percent for a total of 25.9 million people; official unemployment
had risen to 8.3 percent; the value of AFDC (Aid to Families with Dependent
Children) benefits declined by almost 30 percent (Piven & Cloward, 1977:187). Even
opportunities for middle class professionals were diminishing (Ehrenreich, 1989:174).
A soaring federal deficit, the urban fiscal crisis and the property tax revolt, the losses
in Vietnam, Iran, Nicaragua, the energy crisis and the power of OPEC, the trade
deficit with Japan and other foreign competitors, all challenged the political and
economic hegemony of prior decades and contributed to a low in public confidence in
the government and the economic future.
Omi and Winant (1986, Ch. 7) analyze the racial interpretations of all these
dislocations and remind us of the racial subtext which accompanied this crisis. For
example, illegal immigrants and the Japanese were blamed for unemployment while
blacks came to be seen exclusively as the underclass of U.S. society.
I point to the response to this "crisis of confidence" reflected in two major
studies of the decade: The Trilateral Commission's "The governability of
democracies," and "Work in America: Report of the Special Task Force of the
Secretary of Health, Education and Welfare." Both are concerned with re-establishing
the precarious balance between capitalism and democracy that sustains the power elite
or as William Simon, Secretary of the Treasury, aptly put it, to "get across the human
side of capitalism" (Zinn, 1980:257). Both of them bring into relief the workings of a
new group of intellectuals. The Trilateral Commission advocated strengthening the
coalition between the corporate sector, the government's executive bureaucracy, and
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the private sector’s "Establishment," particularly the media (op. cit.:258). "Work in
America" proposed to increase productivity and reduce worker alienation by
humanizing the workplace.
The Trilateral Commission. The Trilateral Commission was in itself a
magnificent example of the workings of the power elite. Organized in 1973 by David
Rockefeller and Zbigniew Brzezinski, a Columbia University professor consultant to
the State Department, the Commission "saw itself as helping to create the necessary
international links for the new multinational economy" by restoring the office of the
Presidency and limiting the "excess of democracy" of the 60s (Zinn, 1980:260). Its
members' list reads like a who's who in the international power circle. President
Carter appointed a number of Commission members to important posts in his
administration, most notably among them Cyrus Vance, Secretary of State, with the
following profile,
member of the board of directors of IBM, Pan American Airways, and the
New York Times, a trustee of Yale University and the Rockefeller Foundation,
a former Secretary of the Army and Assistant Secretary of Defense during the
Vietnam War. (Zinn, 1980:262-3)
For Jameson (1984), the Trilateral Commission symbolized, if nothing else, the
coming together of "some rather different ’intellectuals,’ representing various concrete
forms of political and economic power," to rethink a new global strategy for American
and first world interests (:205).
Work in America. Zwerdling (1978) characterizes the early 70s as the years
of the "worker blues" and the "worker blahs" (:2). The discovery of the decade had
been that "workers were dissatisfied with their working life." Wildcat strikes and
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organizing efforts among the 80 percent of the unorganized labor force were causes of
major concern in a declining economy. In a re-inventing of the Hawthorne studies,
the corporate researchers concluded that the problem was,
that managers have forgotten the social design of the workplace: how workers
interact with management and with each other, and how they feel about their
work....If managers "humanize” the workplace - if managers give employees
greater autonomy and involvement in the production process - workers will be
satisfied... (Zwerdling, op. cit.:2)
More than 2,000 major corporations were involved in "humanization of work"
projects across the nation, including some big names like General Motors
(Lordstown), Proctor & Gamble, General Food (Topeka), Texas Instrument. Never
mind that a decade earlier Polaroid had abandoned its worker participation
experiments because "management decided it just didn't want operators that qualified"
(Ray Ferris, Training Director, cited in Edwards, 1979:156). The premise was a
familiar one: if workers have more (autonomy), (fill in the blank), they will be
happier, and thus, more productive.
Bureaucratic control and the multinationals. In monopoly capitalism, growth
and centralization of capital are achieved through vertical integration (expansion to
include more stages of the production process), diversification (spreading company
activities to unrelated or marginally related products and services, especially through
mergers and acquisitions), and geographical extension or multinationalization
(Edwards, 1979:78).
In the seventies, multinationals "were growing at twice and three times the rate
of the American economy and constituted, as a group, the third largest economy in the
world" (Zinn, 1980:267). According to Edwards (1979), from 1950 to the seventies,
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foreign assets grew from $19 billion to nearly $200 billion; corporations doubled their
foreign investment from 5 percent of total invested capital to nearly 10 percent; and,
foreign profits increased from 7 percent of total corporate profits to nearly 25 percent
(:80-81). "Three hundred corporations earned 40 percent of their net profits outside
the US" (Zinn, op. cit:267).
The amazing expansion of the multinationals in the seventies should be seen in
relation to two other factors. First, in a declining economy, multinationalization
meant new markets and new sources of cheap labor leading to higher profit rates than
those achieved in domestic operations. Secondly, the contradictions of bureaucratic
control lead to increasing tension between providing job guarantees to workers and
maintaining fixed wage costs and the firms' need for flexibility in order to adjust the
size of the workforce, especially in a recession (Edwards, 1979:157). Furloughs and
layoffs don't make for workers' loyalty, yet, as overhead costs rise and high-priced
labor replaces low-priced labor firms require more periodic workforce reductions.
Typical of the seventies, for example, Chrysler fired nearly one-third of its salaried
staff and Polaroid put approximately 15 percent of its workforce "on furlough" in
1975 (Edwards, op. cit: 158). It was not an easy time for making profits and
controlling workers through bureaucracies.
The evolution of OP and its professionalization
The consensus among OD writers in the seventies was that OD was "a growing
field," which had "reached adolescence," (Friedlander, 1976), and was "maturing
rapidly" (Burke, 1978). I have identified four major activities in which OD as "a
field" was engaged during this decade: 1) conceptualizing OD, 2) critiquing and
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reassessing its tenets and practice, 3) increasing the development and application of
OD techniques, and 4) becoming respectable, or professionalizing (Holvino, 1988a).
A common theme ties all these activities together: "gaining influence and power for
OD" (Beer, 1976).
In a time of foundation and task force reports, when being recognized meant
showing the relationship between "scientific/technological endeavors and the strength
of the economy and society" (Calas, 1987), what better way to "gain influence and
power" than to strengthen the claims to "useful knowledge" for the power elites? In a
time of increasing organization problems and economic decline there was a promising
future for OD, but apparently only if it could establish a "unifying theory," become a
"research- based science," and develop "professionalism" (Bennis, 1969/1972; Burke,
1976; King, Sherwood & Manning, 1978; Margulies & Raia, 1972). Research,
science, and professionalization were the OD code words of the decade.
This emphasis on professionalizing OD is made suspect when read against the
mood of the sixties when "the professions" had been attacked, demystified, and in
some cases, successfully displaced. Remember the paralegals and paramedics,
community control demands, and all those self-help groups? The "radicals in the
professions" (Ehrenreichs, 1979) challenged not just what they saw as the lack of
autonomy of the professionals, but "its very claims to autonomy - objectivity,
commitment to public service, and expertise itself" (:39).
It is in this context that I read the Lippitts’ book. I will show how OD's
"professionalization" is a small, but necessary step in strengthening OD's role in the
power nexus pointing to the "restoration of the social order and the realignment of
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dominant power networks taking place in the 1970s; a significant contribution
nevertheless to the re-establishment of the government-business-science partnership
with its increasingly enmeshed destinies and raced and classed subtexts. I posit that
the three key principles of professionalism - expertise, credentialism, and autonomy
(Freidson, 1984) - crucial themes in the representative text of the Lippitts, work as
part of a discourse which supports a specific kind of raced-classed privilege in OD,
white and capitalist.
"Not a science, but a performing arf':
The need for competency?
If Beckhard's "OD: Strategies and models" marks the entry of OD into the
world of business and academia as a new subject/object of knowledge, the continuity
between the first and second book, the Lippitts, published almost a decade later,
resides not so much in the progressive articulation of a "theory of change," or "a
science of OD," but in the continuation of the attempt to create and deliver us "a
profession of change agents." I will argue that the Lippitts's "consulting process" is a
reflection of and a response to the OD themes previously identified: the need for "a
coherent theory," "empirical research," and "professionalism." In the larger social
text, though, these themes can be read as a move towards re-establishing the social
equilibrium lost in the 60s through the discourse of "professional expertise ; a
discourse which is profoundly antidemocratic and which legitimates inequality (Larson,
1984). In my reading I will demonstrate how these three axes - OD’s
professionalization, the re-alignment and consolidation of the ruling classes, and the

118

Lippitts "consulting process" are inextricably related through the discourse of the
authority of experts. But first some theoretical background is needed.
Freidson (1984) and Johnson (1972), although in disagreement about the need
and uses of "professions" both agree that questions about professionalization are better
understood by clarifying,
what a 'claim' for professional status entails. What is being claimed? What are
the claimants aiming for? What are the consequences of such claims and under
what conditions are they likely to be successful?...What sources of power are
available to an occupational group making such claims... (Johnson: 31-32)
Following Freidson, I will read the Lippitts book to point out how the text
attempts to resolve three fundamental problems occasioned by the OD claims to
professionalism, a necessary task if OD is to increase its legitimacy as an
organizational science and practice.
1. The problem of expertise. What is the body of knowledge, that is, the
particular specialty which is so valuable, or dangerous, that it needs to be regulated by
a profession of OD?
2. The problem of credentialism. What are the limits to the area of privileged
knowledge which OD claims to own, that is, to which it claims proprietary rights and
which serve as grounds of inclusion and exclusion in the profession? Is credentialism,
which usually also involves training, necessary and possible? And finally, are the
grounds of exclusion fair, and if so, is the credentialing process reliable for a
particular kind of knowledge?
3. The problem of autonomy. How much discretion and independence is
secured on behalf of the members of the profession of OD, to evaluate each other, to
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set rewards, to define the field? In other words, how much economic, political and
supervisory monopoly can OD have?
However, as in all the professions, the overall task of professionalizing OD is
as much one of legitimation and privilege as one of control. The call for
professionalism in OD must also be seen as a historically specific and institutionalized
form of occupational control. As Johnson (1972) clarifies, "a profession is not...an
occupation, but a means of controlling an occupation" (:45). And since "scientists and
technicians have a fundamental role to play in the recreation of a political order"
(Larsen, 1984:30), this form of control is not innocent.
The consultant-client relation
Taking the issue of professionalization as essentially one of control, my first
deconstructive strategy reveals that a fundamental step in establishing the discourse of
professionalism is to establish the consultant-client relation as a textual opposition in
which the figure of the consultant is privileged. Without this fundamental opposition,
and only in the (con)text of another discourse, that of the 60s of the "helping
relation," can the need for competency devolve and the discourse of professionalism in
OD be established. I present snippets taken from the first pages of the Lippitts' text
on the left hand column. My running commentary on the right hand column points to
and interprets the social context in which the Lippitts’ text is embedded from a
specific and different subject position - a minority "student" of OD. It is this con-text
which makes possible a reading which emphasizes the textual operations that create
’’the need for OD competencies." I suggest you read the left hand column first, the
right hand column second and then move between the two columns to play with their
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meanings. While reading one column the effect is to be reminded that the gist lies
elsewhere, in the relation between the two (Culler, 1982:136).
Lippitts

Commentary

Consultation is a two-way interaction-a
process of seeking, giving, and
receiving help.

Piven and Cloward (1977) document
how welfare rights militancy decreased
with the formation of advisory
councils, procedures for negotiating
grievances, and client advisory
committees at the end of the 60s. "The
dawning of this new era of mutuality
and exchange was signaled by the
appearance of articles in leading
professional journals extolling the
beginning of free and open
communication between giver and
receiver" (:327).

Consulting is aimed at aiding a person,
group, organization...in mobilizing
internal and external resources to deal
with problem confrontations and change
efforts.
Throughout history there have been
individuals who acquired or were given
status and credibility...as helpers in
solving problems. Tribal wise men,
medicine men, and priests often
developed special skills as helpers...

Although the Lippitts locate
"consulting" within the giving-receiving
model of the liberal 60s, the receiver
end of the pair is soon elided to
emphasize and privilege the role of the
"giver." The center figure becomes the
consultant, from whom knowledge and
help flows, not in the context of the
demands for social equality of the prior
decade, but in the traditional and
mystical aura of medicine and religious
men. The next textual slide is from the
giver-receiver pair to the help-problem
pair to the problem-change effort pair.
Thus, help, consultation and planned
change can be made to stand in relation
to each other, but only through their
location in the sequencing of a series of
statements, i.e. rhetoric.

Later, charismatic leaders, such as
Buddha, Christ, Muhammad, ...through
role modeling, conceptual training, and
some supervised practice, developed
helping orientations and skills, and
presented themselves to people as
helpers and change agents. (:1)
Formal training programs and
internships developed as preparation
and certification.... Helping tended to
be differentiated into consulting and
training.
In recent years, individuals have been
professionally trained to help solve the
problems of...modern community...

The cultural baggage phrase "great men
of the past" is tapped to rationalize the
role of the great men of the present:
the change agents/consultants? And the
great men of the past are said to have

There has also been a resurgence of the
amateur or layman helper. The
volunteer helper plays a critical
role....Perhaps the most exciting
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development is the general recognition
that it is desirable and appropriate to
participate in workshops...for learning
the skills of helping. (:2)

been the first to have established
professional training, or something like
it. A historically specific process of the
20th century - the emergence of the
professions - is presented as the
universal evolution of civilization
before Christ. And even then, in that
remote and universal past, a
differentiation was made between
training and consulting (!?). No
"data”; we're just supposed to believe
that statement. The rationale for
training of "professional helpers"
emerges: "its the way it's always been
done." The "amateur and layman
helper" are the dangerous figures in
this otherwise uncontested (hi)story.

[T]he needs for help are accelerating
faster than the preparation of
professional helpers....Top priority
should be given to the recruiting and
training of volunteers and aides in the
skills of helping... (:3)
[T]he potential users of consultants are
uninformed about identifying,
recruiting, and utilizing consultation
resources. They tend to reject diagnosis
as a necessary starting point for
working toward the solution of a
particular problem. They lack
perspective...

"They", the community organizers,
client advisors, community coordinators
- the "others" in this text, those non¬
professionals - need training. And
supposedly, they need training, because
"clients" don't know how to play their
role very well. Johnson (1972)
reminds us that in the ideology of the
professions those professions with less
technical content are those with the
highest status. Traditionally, "those
professions which are 'client-based'
and diagnostically oriented provide
services in which the element of non¬
technical interpersonal skills is most
important" (:58-59). It is probably this
diagnostic interpersonal "expertise" that
clients don't know how to ask for yet.
The Lippitts will soon proceed to
deploy this new "expertise."

This is only a small sample of the
reasons why the use of consultation
resources lags so far behind the need
and why the professionals and
volunteers who are attempting to fill
consultant roles are relatively
unprepared to do flexible, competent
jobs in different problem-solving
situations. (:4)
Whether ...volunteer neighbors or
professional..., they need training in
the values, attitudes, and skills of
giving help--of providing effective
consultation. Professional helpers have
a growing responsibility to train
volunteers and to build helping teams
that include persons with appropriate
formal training for the consultant role.
07)

When the relation client-helper is
established and made synonymous with
OD/planned change consultation, the
OD consultants can be made to have
(and need) a particular expertise which
differentiate them from laymen and

122

volunteers. A "profession" can be
legitimized and training of the new
professionals can begin in earnest.
Never mind that no one trained the
"founders" in these specific
competencies of "helping." They must
have been "charismatic (male) leaders"
like Buddha and Christ, who were born
"with it." The "it" is what the Lippitts
proceed to tell us next.
The Lippitts "need for competency" (the title of the first chapter from which
the text above is lifted) is established as the result of a series of rhetorical moves
which play on the professions’ themes of legitimation, privilege and control.
Consultants are made the key figures in the consulting process (and in the text of OD):
they are privileged. A particular kind of expertise, "giving help," is claimed for the
consultants' professional subject position: they are given legitimacy. And thus the
need for such things as training, in other words the disciplining, of aspiring OD
subjects is invoked: the discipline takes control.
But two illogicities stand out despite (and because) of this discursive
accomplishment. They will continue to surface throughout the discourse of OD and
will work, eventually, towards its demise as an independent discipline. First, if, as
the Lippitts say, the process of consultation is not a science but a "performing art,"
(:x) then what happens to the strategy of the legitimation of OD through science which
has been such a preoccupation in OD since its beginning? Secondly, if "the helping
process is always a collaborative problem-solving process in which the helper has as
much chance to learn as those who are helped," (:ix) then why has so little attention

cy*"\
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been paid to the helpee or receiver as a subject in OD? I will return to these
questions in the last chapter where an/other story (genealogy) of OD will be offered.
An analysis of the normalizing and disciplining functions of the discourse of
OD is taken up next as the Lippitts proceed to deploy their various classificatory
schemes at the same time that they create and legitimate the profession and the figure
of the OD consultant. In what follows we will see most clearly the deployment of the
discourse of OD as "[a] systematic or disciplined way of constituting subjects, objects,
and relationships within a linguistic practice" (Shapiro, 1987:365).
The deployment of OD consultation
The historical moment of the disciplines was the moment when an art of the
human body was born, which was directed not only at the growth of its skills,
nor at the intensification of its subjection, but at the formation of a relation that
in the mechanism itself makes it more obedient as it becomes more useful, and
conversely. What was then being formed was a policy of coercions that act
upon the body, a calculated manipulation of its elements, its gestures, its
behaviour. The human body was entering a machinery of power that explores
it, breaks it down and rearranges it. A 'political anatomy', which was also a
'mechanics of power'.... If economic exploitation separates the force and the
product of labor, let us say that disciplinary coercion establishes in the body
the constricting link between an increased aptitude and an increased
domination. (Foucault, 1977:138)
Following Foucault (1977), the consulting process and the multiplicity of
classificatory schemes which the Lippitts derive from their initial taxonomy of the
"phases in consulting" are analyzed as a disciplinary and normalizing strategy, a
strategy which produces "docile bodies." But, how do I infer that the Lippitts text is
about Foucault's disciplined bodies? What/where is the relationship between a text
about organization development produced in 1978 in the USA and Foucault s
"Discipline and Punishment," a text about criminology, first published in 1975 in
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France? In this next textual operation I graft5 the Lippitts (L) and Foucault's (F) texts,
placing one above the other to show the relationship between the two. My additions,
signaled in brackets, are kept to a minimum to highlight how the two texts can be read
because they are discourses of their time. My construction stresses how they are
intelligible in the discourse of disciplinary power.
L: The phases of the consulting process are equally applicable to all types of
helping relationships and positions, but there are some significant differences in
roles and intervention decisions during consultation activities. (:8)
F: Disciplinary tactics is situated on the axis that links the singular and the multiple. It
allows both the characterization of the individual as individual and the ordering of a
given multiplicity. It is the first condition for the control and use of an ensemble of
distinct elements: The base for a micro-physics of what might be called a 'cellular'
power. (: 149)
[The Lippitts' text contains approximately 7 different tables, 16 lists of assorted
consultant competencies, dilemmas, ethical codes, characteristics, etcetera, for
a total of 231 items. The 6 phases of consulting they present have a total of 15
steps and deploy 22 consultant roles.]
F: [The OD discipline] operates four great techniques: it draws up tables; it prescribes
movements; it imposes exercises; ...it arranges 'tactics'. Tactics, the arts of
constructing, with located bodies, coded activities and trained aptitudes,...are no doubt
the highest form of disciplinary practice. (: 167)
L: This chapter examines the skills, competencies, and educational preparation
of a mature and effective consultant....We present a spectrum of attributes
general enough to be applied to any type of consultant and consultation process
in any field of work or in any type of client situation. By no means is this an
exhaustive study of qualities that a consultant should possess...(:91)
F: The chief function of the disciplinary power is to 'train',... no doubt, to train in
order to levy and select all the more. Instead of bending all its subjects into a single

5 Grafting is a deconstructive operation which calls attention to the indeterminacy
of language and the arbitrariness of meaning by transferring a text from one specific
context to another. The (re)construction of meaning which occurs by reweaving a text
in a context other than the one dictated by its tradition points to the plausibility of new
signification and to the privileging of the meaning claimed by the more traditional
context (Calas, 1987; Culler, 1982).
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uniform mass, it separates, analyses, differentiates, carries its procedures of
decomposition to the point of necessary and sufficient single units.... Discipline
'makes' individuals; it is the specific technique of a power that regards individuals
both as objects and as instruments of its exercise. (: 170)
L: The most important aspect of formulating a code [of ethics] is the
acceptance of a basic norm of morality that will properly sustain the code and
indicate practical application to consultants in situations too specific to be
covered by the code. The effectiveness of this depends on the competence of
the consultant. (:68)
F: He who is subjected to a field of visibility, and who knows it, assumes
responsibility for the constraints of power; he makes them play spontaneously upon
himself; he inscribes in himself the power relation in which he simultaneously plays
both roles; he becomes the principle of his own subjection. (:202-3)
L: The process of continually evaluating one’s code of ethics and the
application of those ethics must continue throughout one's professional life,
with the use of trusted colleagues as testers and clarifiers. (:74)
F: [The Panopticon] is a type of location of bodies in space, of distribution of
individuals in relation to one another, of hierarchical organization, of disposition of
centres and channels of power,... When ever one is dealing with a multiplicity of
individuals on whom a task or a particular form of behavior must be imposed, the
panoptic schema may be used. (:205)
To read the Lippitts text in this way is to emphasize its effect in producing a
normalizing practice of OD - a set of behaviors, codes, attitudes, skills - which are
used to differentiate the OD consultant from others and OD consultants among
themselves by proclaiming "a norm."
It brings five quite distinct operations into play: it refers individual actions to a
whole that is at once a field of comparison, a space of differentiation and the
principle of a rule to be followed. It differentiates individuals from one
another, in terms of the following overall rule: that the rule be made to
function as a minimal threshold, as an average to be respected or as an
optimum towards which one must move. It measures in quantitative terms and
hierarchizes in terms of value the abilities, the level, the 'nature' of
individuals. It introduces, through this 'value-giving' measure, the constraint
of a conformity that must be achieved. Lastly, it traces the limit that will
define difference in relation to all other differences, the external frontier of the
abnormal... (Foucault, 1977:183)
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At the same time that it normalizes," it disciplines: it subjects consultants to a whole
set of practices - phases of consulting, work focuses, ethical dilemmas and codes,
skills, knowledge, attitudes, attributes, roles, tasks - of "effective" consultants. In
normalizing and disciplining, it includes and excludes, it sets the criteria for this
inclusion-exclusion, and it promotes the ways in which this criteria will be
implemented: education and codes of ethics. All the markings of "a profession" are
now in place - expertise, credentialism and autonomy. OD might not be a science,
but its status as "discipline" is now unquestionably established.
The third deconstructive strategy will show how this normalizing and
disciplinary discourse is also raced and classed.
Professional change agents: The raced and classed subtext
I have argued that inherent in the disciplines and in professionalism is an
element of exclusion and inclusion. But does OD, as textualized by the Lippitts,
exclude and include on the basis of race and class? In other words, is there any
relation between the criteria for effective performance in the discipline and race and
class advantages (and disadvantages) in the US society of the 70s? Are there any
underlying themes which might possibly result in discriminatory practices or results,
intentional or non-intentional? Or, how would poor and working class minorities fare
in the normalizing discourse of OD? These are all questions that point to the raced
and classed subtext of a discourse and which I will address next.
Professionalism, education, and credentialism
According to the Lippitts, who follow dominant theories of professionalism,
five "basic postures allow a person to function effectively in a professional role":
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1.
2.
3.
4.
5.

Acquiring the knowledge and learning the disciplines of the profession;
Learning to apply professional knowledge and skills effectively;
Always putting client interests ahead of personal or own-group interests;
Maintaining high standards for serving clients;
Behaving at all times with a professional bearing. (:59)

In the ideology of professionalism (Freidson, 1984; Johnson, 1972) expertise
and credentialism translate into the Lippitts "competencies, skills, education and
development of consultants" (Ch. 7). But in the seventies, "competencies", "merit",
and "training and education" are seriously contested raced and classed constructs. My
third deconstructive operation is to read the Lippitts the "Education and development
of consultants" (: 104-108) in the context of the debate over Affirmative Action and the
"Regents of the University of California v. Allan Bakke, The Supreme Court
Judgment, June 28, 1978" (In Carson et al., 1991:631-651).
The significance of Bakke. Two decisions were rendered in the Bakke case:
"affirmed in part and reversed in part". Both were complex efforts to reach majority
conclusions from among four justices who wanted to overrule and four who wished to
uphold the Affirmative Action admissions plan of the university. In a contradictory
decision, the admission plan was ruled unconstitutional and Bakke, a white male,
ordered admitted to the Medical School; but race, as a factor to be considered in
decisions by admission committees, was ruled acceptable. What the Bakke decision
also did, though, was to affirm the individual's right against the rights of a group or
collectivity, and in this way to limit discrimination claims to those proven acts against
the curtailment of individual rights. It was a significant victory for the conservatives
in that "the social logic of race [was] rendered opaque" (Omi & Winant, 1986:130).
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I present below extracts from the Lippitts text, which is constructed out of a
survey they conducted among OD consultants. I place statements from their survey in
a column opposite statements from the dissenting opinion of Justice Thurgood Marshall
in the Bakke case. The reading will reveal that in creating an opposition between the
Lippitts' text and a text of resistance like Justice Marshall's, the Lippitts' call for a
"less haphazard process of training and development of consultants" (:104) can only
function to sustain white privilege and will result in discrimination against upward
mobile and working class minorities, the subjects of the 60s, in the emerging
discipline of OD. Read each column alternatively one paragraph at a time.
The Lippitts survey

Justice Marshall

The key to the preparation of
consultants is a mixed background
of interdisciplinary education and
experience. It seems almost
mandatory that they should have
university training... (: 105)

In the light of the sorry history of
discrimination and its devastating
impact on the lives of Negroes,
bringing the Negro into the mainstream
of American life should be a state
interest of the highest order. (:646)

A careful and rather precise
developmental plan of education,
training, and experience is required
for consultants... I would seek
those professionals (Argyris,
Beckhard, Bennis, the Lippitts
brothers, F. Mann...) who are
actively conducting....
Second, I would engage in a selfdesigned "readings"
program....Third, I would join the
NTL OD Net work.... Fourth, I
would try to critique or make an
assessment of my own strengths....
Fifth, I would work at it....Sixth, I
would attend a variety of
professional conferences.but

...this Court's past cases establish the
constitutionality of race-conscious
remedial measures. (:647)

We thus recognized the permissibility
of remedying past societal
discrimination through the use of
otherwise disfavored classifications.
(:648)
...the action of the University finds
support in the regulations... under Title
VI... which authorize a federally
funded institution to take affirmative
steps to overcome past discrimination
against groups even where the

129

perhaps personal commitment to
learn stands above all. (: 105-6)

institution is not guilty of prior
discrimination. (:648)

One respondent (Naismith, 1971)
developed an interesting matrix of
informal and formal learning
experiences as related to the needed
skills, knowledge, and attitudes of
consultants (see Figure 7). (: 106-7)
[Naismith matrix presents 8 "means
of acquiring needed characteristics"
plotted against 17 "characteristics of
the OD practitioner".]

It is because of a legacy of unequal
treatment that we now must permit the
institutions of this society to give
consideration to race in making
decisions about who will hold the
positions of influence, affluence and
prestige in America. For far too long,
the doors to those positions have been
shut to Negroes....we must be willing
to take steps to open those doors.
(:650)

It does require considerable
knowledge and skill, as well as a
flexibility of response, to be a
professional consultant. (: 106)

I fear we have come full circle. (:651)

The Lippitts criteria for education and credentialism falls under what Green
(1981) calls "self-serving principles of science." The Lippitts don't have to attack
Affirmative Action, they just have to be silent, and instead reinforce, with their
suggestions about "requirements and education of OD consultants," the individualist
meritocratic rhetoric which supports the status quo by upholding "unequal privileges
already won in the past" (Greene, 1981:167). Read against the new subjects and
struggles of the sixties, who else but white affluent males have a "mixed background
of interdisciplinary education and experience" in the 70s. Or, "a stable personality,
conceptual sophistication, good interpersonal skills, and a good sense of timing.
Timing can be crucial." (: 103)
The notion that credentials themselves are deserving of rewards is questionable
(Greene, 1981:169). In the case of the Lippitts' survey, credentials and "qualities"
are so flexible as to have no possible meaning. In addition, the Lippitts seem to
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arrogate to themselves the crucial task of establishing the credentials by which all
those after them will be judged fit or unfit; those who are potentially effective or
ineffective consultants. And this judgement takes place without any representation of
the traditionally excluded groups. The requirement of "university training" itself is
highly discriminatory given the following statistics, cited by Justice Marshall in his
opinion:
A Negro male who completes four years of college can expect a median annual
income of merely $110 more than a white male who has only a high school
diploma. Although Negroes represent 11.5% of the population, they are only
1.2% of the lawyers and judges, 2% of the physicians, 2.3% of the dentists,
1.1% of the engineers and 2.6% of the college and university professors.
(: 646)

7

No, the Lippitts do not mention Affirmative Action or any other effort to bring
into OD those who have been traditionally excluded. They don't have to; their
"requirements" reinforce qualities, procedures, skills, competencies, and values which
feed on the traditional privileges of white affluence. The social consequences are
clear. In a survey of OD professionals White & Wooten (1986) cite these findings,
...three quarters of the OD Network membership [were] men, with close to 90
percent white....OD practitioners were similar in age, with an average age of
47. Of these, 44% were working in industry, 14% in education, 6% in
government and 5% in other types of organizations....60% had a masters
degree, 14% a baccalaureate, and 26% held doctorate degrees. (:32)
The authority of experts re-established
Two openings for discourses of resistance are present in the discourse of OD.
They had the potential of tipping the balance against the "authority of experts"
discourse, moving OD, in the context of the 60s and 70s, towards a discourse of
equality by questioning the privileged role of the OD consultant as expert and
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knowledge-holder. Both these potentially resistant discourses, process consultation and
action research, were "paths not taken in OD". Their suppression required specific
textual moves by authors like the Lippitts. A raced and classed subtext can also be
read as an inherent effect of this repression. I analyze these next as they represent
another rhetorical accomplishment which will continue to mark the development of OD
for the following decades.
The process consultant as an expert of sorts. Process consultation is a typical
OD intervention which is described by the authors as "a joint diagnosis by the
consultant and client, with the intent of transferring to the client the skills necessary to
continue such diagnosis" (:39-40). Ideally, at some point both client and consultant
reach the point of having equal skills and expertise in diagnosing problems. But, the
next sentence defines as "the consultant's major focus...the intergroup and
interpersonal dynamics affecting the problem-solving process", and makes the
consultation process "closely allied with fact-finding activities using observation
methods" where the process consultant "directly observes people and conducts
interviews with management personnel from the president down"(:40). So, the
process consultant becomes an expert of sorts. For example, the Lippitts argue that,
The process consultant must be able to effectively diagnose who and what is
hindering organizational effectiveness and to report these observations to the
appropriate person or persons in the organization.
The consultant works on developing joint client-consultant diagnostic
skills for addressing specific and relevant problems, focusing on how things are
done rather than what tests are performed. (:40)
This is the genesis of another fundamental OD dichotomy; content-process or
task-process. I interpret this textual move as a strategy to re-establish the authority of
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experts by creating an esoteric form of expertise - "diagnosis of processes" and
"interpersonal and intergroup dynamics." If it is claimed that OD consultants are
process experts, then a form of expert-knowledge can be established. But when
read against the highest goals of process consulting this exclusive consultant expertise
emerges as a contradiction in the process of empowering others through the helping
process.
The Lippitts use the dichotomy content-process on another occasion to explain
the difierence between the role of the "content advocate" and the "process advocate"
(: 32). The Lippitts suggest that OD consultants are "process advocates" and explain
the differences.
- In the positional or content advocacy role, the consultant influences the client
to choose particular goals or to accept particular values and actions.
- In the methodological or process advocacy role, the consultant influences the
client to become active as problem-solver and to use certain methods of
problem solving-but is careful not to become an advocate for any particular
solution (which would be positional advocacy). (:32)
Clarifying, the Lippitts add,
Both these views of the advocate involve the values of the consultant. Both
assume that the consultant will intervene in some way that exerts pressure on
the system. However, the scope of the goals or values is quite different. The
goals of the content advocate are rather specific, but those of the process
advocate are broad and more flexible. (:32)
If the difference seems a bit subtle and "forced", I explore the raced subtext in this
apparently harmless distinction. Is democracy a content or a process? And what
about racism? How does the process advocate consultant intervene in a group which
using the best problem-solving methods agrees to develop a racist curriculum? (Which

133

must have been done many times.) Or wouldn't s/he intervene? It is because of this
raced subtext that Argyris can be quoted as follows,
...the responsibility of the professional OD consultant to clients is like those of
lawyers or physicians, who, in principle, are not permitted to refuse their
services....Argyris suggests that if the Ku Klux Klan asked for assistance and
the consultant could at least determine if the KKK were genuinely interested in
assessing itself...the consultant should be willing to help. If later, the Klan's
objectives proved to be less than honestly stated, the consultant would be free
to withdraw. (In Huse & Cummings, 1985:463)
From a potentially equalizing discourse we have ended up with a racist one. It is the
discourse of professionalism and objective expertise that underwrites these statements.
Action research's got to go. The Lippitts say that action research is,
The process of systematically collecting research data about an ongoing system
relative to some objective, goal, or need of that system; feeding these data
back into the system; taking actions by altering selected variables within the
system based both on the data and on hypotheses; and evaluating the results of
actions by collecting more data. (French 8c Bell, 1973:84-85) [In Lippitt 8c
Lippitt: 87]
In the story of OD many would say, including the Lippitts, that the OD process is
basically an action research process (Brown, 1972; Chein 8c Cook, 1948; Clark, 1972;
French 8c Bell, 1978; Rapoport, 1970). The Lippitts say, for example,
However, there is some difficulty in attempting to look at action research as
simply a research method or a technology of consultation, because the total
consultation process is essentially a program of action research. (:87)
Why the however? The "however" is a reference to their own textual move, because
in chapter 6 on action research (pp. 75-90) the Lippitts have presented action research
(AR) as a diagnostic technique, a data collection method, and as a method for
evaluating OD consultation. Everything but the supposed OD consulting process and
9

’’essence" of OD it is supposed to be!
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The confusion (is OD "basically an AR program" (French & Bell, 1978:97) or
not?) and the lack of advocacy on the part of the Lippitts for action research as OD is
astounding. It can only be interpreted in the context of a conflict of interests in the
profession of OD and its discourse of expertise. If a "strong version" of action
research (Peters & Robinson, 1984) were to be advocated OD would have to integrate
the following elements in its theory and practice: inquiry, collaboration, action,
knowledge, participation, information gathering, and transformation (Holvino, 1987b).
The privilege of the authority of experts and the predominance of managerial interest
over the interests of other social actors would have to be revised.
Action research had to go in order to support the establishment of an interested
"science" (and profession) of organization change with its raced and classed subtexts.
Today, the discourse of action research no longer belongs to OD; it now appears more
frequently under the rubric of participatory research (Brown & Tandon, 1983).
Disembodied consultants and the limits of homosocial reproduction
The discourse of science is a discourse of objectivity, essentialism and
universality - it denies the specificity of social bodies and looks to discover the general
principles of social "life." The discourse of the disciplines is a discourse of docile
bodies - productive and subjected bodies - normalized and at the same time everimproving and useful. "Manipulated, shaped, trained, which obeys, responds,
becomes skilful [sic] and increases its forces" (Foucault, 1977:136). In appropriating
both these discourses OD produces disciplined bodies at the same time that it produces
disembodied consultants, that is, consultants who cannot be located in their specific
social and physical contexts. These are the Lippitts' universal and essentialized OD
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consultants who are without racial, class, and gender markings. Nevertheless, these
docile bodies exist and they emerge in the powerful network of racial and classed
meanings and relations which are constantly surfacing and been replicated in the
discourse and the text of OD.
Consultants without bodies have a problem of reproduction. And so it is with
OD; the only possible reproduction is homosocial. OD as discipline can only
reproduce itself in the image in which it was first textually created. In this homosocial
reproduction lies its stuckness. And this homosocial reproduction, as I have shown,
has everything to do with race and class.
What we are left with at end of our reading is a new political economy of the
power to help (Foucault, 1977) and "the profoundly anti-democratic effects" of the
authority of experts (Haskell, 1984:xxii). The significance of this particular expertise
lies in the power to shape initial perceptions of reality by defining organizational
problems and the power to determine objects of organizational desire, for example,
organizational health and effectiveness. Another consequence is that it takes away
from the sphere of common sense knowledge a plethora of organizational issues, for
example, communication, power, hierarchy, equality of results, thereby excluding
from political debate a whole set of relevant questions about organizations and their
possible transformation. The racist-classed consequences of this expertise are to
i

appropriate key issues from the agenda of (social) change, remove them from the
arena of public struggle and debate, and deposit them with a select group of experts:
the OD professional.
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In 1985, the International Association of Applied Social Scientists, the only
professional association of OD consultants which attempted to credential OD
practitioners was dissolved. If professionalism and credentialism were so important to
the field, why was this move unsuccessful? The professional status of OD will
continue to be a consuming issue in the following decades. A code of ethics, a unified
theory, rigorous research, training programs, evaluation of OD efforts and the
effectiveness of OD consultants - the issues identified at the beginning of the 70s continue to be the discipline's problems in the eighties and nineties (Boccialetti, 1989;
Gellerman, et al., 1990; Hamilton, 1988; Porras & Hoffer, 1986; Vaill, 1987, 1989;
Varney, 1985). The meanings of this "failure of professionalization" lie elsewhere, in
the precarious relationship of OD as social science-knowledge and OD as managerial
practice and technology of organizational (social) control. These questions will be
taken up in the next chapter.
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CHAPTER V
PRODUCTIVE WORKPLACES: TECHNOLOGIES OF THE SOCIAL
(OD MEETS THE "WORKER")

Outguessing the management included: socializing new workers to a sense that things
were different and to be critical of management policies; speculating about what was
likely to happen so that individuals could be prepared for layoffs or being shifted to
new jobs because of lack of work and thus better manage the connection between
work and family lives; and spreading the word from one part of the shop to another so
that workers who experienced management policy in isolated ways would understand
that their situation might be part of a larger pattern. (Lamphere, 1984:261)

The third and last book, Weisbord's "Productive workplaces: Managing for
dignity, meaning and community" (1987), is read to call attention to the gendered,
raced ajid classed subtexts, not as an addition of social characteristics, but as they
mediate each other and interact in the constitution of the discourse of OD.
The principal deconstructive strategy consists of reading Weisbord's text
against four feminist studies of third world women workers in the Santa Clara Valley:
1) Zavella (1987), "Women's work and Chicano families: Cannery workers of the
Santa Clara Valley," 2) Hossfeld (1990), "Their logic against them": Contradictions in
sex, race, and class in Silicon Valley, 3) Katz & Kemnitzer (1984), "Women and
work in Silicon Valley: Options and futures," and 4) Stacey (1990), "Sexism by a
subtler name? Post-industrial conditions and postfeminist consciousness in Silicon
Valley." The play among these texts will bring into relief the difference between
Weisbord's clean, uplifting, and partially successful OD discourse with its story of
"progressive knowledge for the betterment of humankind" and the "stories" of third
world working women's life - difficult, marginal, contradictory. The contrast will
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reveal that Weisbord s proposed technologies of change where "everybody improves
whole systems is a mis-representation of the workplace life of the majority of today's
workers. These are symbolized on the one hand by the Chicana cannery workers in
today s declining organizations and on the other by the third world working women of
the ascending electronics industry. The reality of the 80's organizations and the very
specific dynamics of race, gender and class are a far cry from the universalized
concepts of "dignity, meaning and community" lauded in Weisbord's future.
The analysis is expanded by using Foucault's concept of technologies of the
social, and neo-Marxist and feminist critiques of organization and bureaucracy. These
are used to decenter three of Weisbord's key change strategies: workplace redesign,
participatory techniques, and whole systems practice-theory. Instead, workplace
resign is read as a social technique that widens the social gap between workers and
top managers leaving the workings of these hierarchical divisions unquestioned;
participatory techniques are read as self-disciplining technologies to control workers
and manage conflict in the increasingly "turbulent" workplace; and whole systems
practice-theory is read as serving to efface the social relations of race, gender and
class and sustain current organizational arrangements in spite of its democratic and
futuristic rhetoric.
A deconstruction of Weisbord's "history of OD" emphasizes the gendered,
raced and classed subtext of "Productive workplaces." Reminiscent of Plato's polis
and Jefferson's democracy, Weisbord's "dignity, meaning, and community" is only for
some kinds of males.
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The purpose of my textual and analytical moves is to demonstrate that when
one reads the specificity of race, gender, and class in an organizational text, the
organization-change issues which emerge, with their accompanying social subtexts and
contests of meanings, are a far cry from universal principles and nice-sounding
rhetoric which has typified OD since its inception. As before, I begin by locating
Weisbord's text in the social context of its time - the 1980s.
The declining economies of the eighties: The social (context
The eighties represent the culmination of a process of consolidation of
conservatism and elitism in the USA when the system is brought "back into control"
(Zinn, 1980:240). But, the eighties are also years of economic decline and fragility
when "capitalism has become increasingly disorganized" all over the world (Aronowitz
& Giroux, 1991:65). The U.S. witnessed an unprecedented shift where the balance of
political and economic power came to rest on a increasingly unrepresentative and
homogenous elite (Edsall, 1984)1. The nation also experienced a noteworthy lack of
confidence in "the American system" and new external challenges to its global
"supremacy."
At the beginning of the 80s the U.S. had an inflation rate of 13% accompanied
by a declining productivity or growth stagnation which became known as "stagflation"
(Zinn, 1980: 295). The official unemployment rate was 5.8% and for the first time
since the Second World War, the median family income was declining (Edsall, 1984:

1 Edsall identifies a series of factors that make for what he calls this
"unprecedented shift." Among these he includes the diminished power of labor unions,
the decrease in the participation of working class voters in local and national elections,
and the increasing similarities between the Democratic and Republican parties.
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13). By the mid eighties the nation had increasing debt and foreign trade deficits,
reduced competitiveness in the international front; all this combined with huge
domestic budget cuts, low productivity, and increased military spending. This
economic picture was compounded by a conservative ideology and a new power
balance in favor of the rich with devastating consequences for the working class, the
poor, people of color, and women.
Cockburn (1988), for example, describes "the essential elements of
Reaganism,"
Continued military expansion, support for Reagan's allies in Central America,
the Caribbean and the Middle East, further degradation of the welfare system,
denial of black demands for equity and unqualified submission to the
imperatives of the corporate system. (:370)
The general rhetoric was one of "less government, more freedom" (Zinn, 1980:300).
I emphasize three themes in this social text: 1) economic restructuring; 2) the
conservative mood and the power shift which accompanied this economic
restructuring; and 3) the impact of the new economics, ideology and power balance on
race, gender, and class relations in the country. I will argue that in this context,
Weisbord's text must be read as an attempt to salvage capitalist bureaucracies from
their increasingly costly reliance on bureaucratic control. At the same time, the text
tries to restore confidence in capitalist ideology without engaging with the social
contradictions that the corporations of the eighties faced. Weisbord's text, in the 80s
context, should be seen as OD's "best efforts" to remain relevant and optimistic within
an increasingly irrelevant discipline in an increasingly socially polarized world.
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The recession and economic restructuring
Internationalization" and "the global assembly line," in which research and
management are controlled by the core or developed countries while assembly line
work is relegated to the less developed and newly industrialized countries (LDCs and
NICs) is understood as a logical development of contemporary capitalism in its quest
for cheaper, expendable labor, and new markets within current economic conditions
(Edwards, 1979; Fernandez-Kelly & Garcia, 1988; Katz & Kemnitzer, 1984; Pyle &
Dawson, 1990; Ward, 1990). This form of "economic restructuring... is aimed at
lowering production costs and maintaining a competitive edge in the domestic and
international markets" (Fernandez-Kelly & Garcia, 1988:51).
While "export processing zones" and "offshore production" refer to geographic
relocations outside the U.S., the electronic industries of the Sunbelt are a domestic
example of this same strategy of economic restructuring. Furthermore, in a
comparison of electronics and garments industry in Southern California, FernandezKelly & Garcia (1988) argue that both industries show the same characteristics: 1)
subcontracting and decentralization of the manufacturing process, 2) informalization or
expansion of the "informal sector," and 3) reliance on a labor increasingly segregated
by gender and race (:51).
These characteristics, then, can be taken to represent contemporary industrial
activity, of which the electronics industry is a prototype.
The electronics industry, a prototype of current capitalist relations. Silicon
Valley and the microelectronics and high-tech industry have become synonymous with

142

industrial revitalization and economic restructuring. But more than that, argues
Hossfeld (1990),
Microelectronics is the "way of the future" not only technologically but, as
developed under capitalism, in its work arrangements and social relationships,
which are predicated on sharp divisions according to sex, race, class, and
nation. Not only the technology of microelectronics but the structure of its
industries as well are important tools in the capitalist economy's constant
search for new permutations in the division of labor. What Silicon Valley is all
about, then, is more than laser technology, video games, and illusory hottubs
for the masses; it is about class structure, class struggle, and the division of
labor. (: 151-152)
The characteristics of the electronics industry cannot be read without
emphasizing their race, class, and gender subtext. Subcontracting and informalization
reduce the costs of production by diffusing the need to maintain stable and expensive
labor forces, by diversifying risks, and by transferring many of the costs of production
to the workers themselves. These new production arrangements have dire
consequences for workers, women, and particularly, for workers of color2 of both
genders.
In home assembly and spinoff operations characteristic of subcontracting and
informalization, for example, workers are paid by piece rate or well below the
minimum wage. Few regulations such as occupational safety standards apply and
violations of state and federal regulations are common (Fernandez-Kelly & Garcia,
1988; Hossfeld, 1990). These operations rely heavily on undocumented immigrants
who are more vulnerable to exploitation given their legal status in the country. With

2 I use a modification of the term "people of color" to refer to all non-whiteethno-racial groups in the specific context of the U.S. in the eighties. This usage
reflects the shift from using the word "minorities" (with its connotation on numbers) to
one that emphasizes the political, economic and social dynamics to explain the status
of groups falling under these categories.
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wages the second to lowest in any industry, ethnic minorities and women workers are
^proportionally represented. In addition, the industry has proven quite resistant to
unionizing efforts. The majority of the workers are non-unionized and in a workplace
where much of the work is irregular and unstable, work benefits and protections are
mostly absent.
The industry relies on extremes of highly skilled and highly unskilled or semi¬
skilled workers. It is estimated that 90% of the managers, professionals and owners
are white males, while 76% of the "operators, fabricators, and laborers" are Mexican
women (Fernlndez-Kelly & Garcia, 1988:55). The industry is an example of sex and
skill stratification at its most extreme. Gender stereotyping is at the core of its
employment practices, as "keen eyesight, manual dexterity, and a preference for
minute handiwork are commonly believed to be possessed by women" (op. cit.:57)
In summary, what is commonly presented as a clean and promising industry is
a minefield of contradictions, especially for third world women, the core of its
workers.
_Less government, more freedom." and deregulation. A major move to restore
the declining economy of the eighties was to revoke government intervention in order
to strengthen the "free market economy." Reagan's "vision," articulated in 1981 was,
To nurture the strength and vitality of the American people by reducing the
burdensome, intrusive role of the Federal Government; by lowering tax rates
and cutting spending; and by providing incentives for individuals to work, to
save, and to invest. It is our basic belief that only by reducing the growth of
government can we increase the growth of the economy. (The White House, in
Center for Popular Economics, 1986:142)
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This vision entailed a major shift from prior decades where corporations had
increasingly become the subject of public sector scrutiny and regulation. Out of the
struggles of the 60s and 70s a series of regulatory bodies and controls had been
established which would now need to be neutralized, for example, the Equal
Employment Opportunities Commission, the US Commission for Civil Rights, the
Federal Contracts Compliance Office, the Occupational Health and Safety
Administration, the Fair Employment Practices Act, and the National Labor Relations
Act.
But the aim was "not so much to reduce the size of government," but "to
reverse the momentum toward an expanded egalitarian and regulatory public role in
the economy" (Center for Popular Economics, 1986:144). Two other key strategies
were to reduce government spending on the poor and to reduce the tax burden on
corporations and the wealthy. Deregulation, budget cuts, and the tax reform of the
eighties all had a heavy class, race, and gender subtext.
The ties that bind: Race, gender and class in the eighties
Following Edsall, what was resolved in the eighties was whether government
would intervene in the private marketplace in order to correct or modify inequities
inherent in the market system, through a progressive tax rate schedule, payment of
benefits to the poor, and protective legislation and intervention, or whether it would
support and encourage marketplace forces in favor of an affluent elite through tax
incentives, loan subsidies, and legislation and directives targeted toward specific
industries and citizens (1984:203). The issue was resolved in favor of the latter, and

145

in doing so, the overlap between race, class and gender issues became evident and
undeniable, and the data of the interplay between the three issues is overwhelming.
..We wpuld rather not know". Deregulation was accomplished by reducing the
scope and content of key federal regulation, through budget cuts, through the
appointment of anti-regulatory and industry oriented personnel, and through major
revisions and reversals of regulations, proposals, and judicial decisions (Edsall,
1984:217).
For example, in 1983, the Commission on Civil Rights was reorganized and its
priority became "reverse discrimination" (Omi & Winant, 1986:71). In 1985, after
the Supreme Court ruling opposing the city of Indianapolis' efforts to use hiring quotas
to help minorities get jobs, the Justice Department began "encouraging" state and local
governments to modify Affirmative Action plans by removing numerical goals and
quotas. Record keeping and tracking of racial and ethnic characteristics was
eliminated in key government agencies.
Jerry McMurry, staff director for the housing subcommittee of the House
Banking Committee, said that the Reagan administration "would rather not know' the
racial composition of its programs so it cannot be challenged on its civil rights record"
(Cited in Omi & Winant, 1986:187). Paul Kirk, newly elected Democratic National
Committee Chair, promised to abolish caucuses of Black, Hispanics, Asian/Pacific
Islanders, women and gays because they were "political nonsense" (NBC's Meet the
Press, in op. cit.: 186).
On another note, the number of business violations of National Labor Relations
Act provisions when fighting unions in representation elections increased over the
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decade. What is more, companies found it advantageous to pay the penalties for these
violations in order to decertify or keep unions out of their plants (Edsall, 1984:151).
Management hostility and a strong stance against unions were facilitated and
reinforced by weakening the authority and enforcement capabilities of the National
Labor Relations Board.
The feminization of poverty and regressive income distribution

While budget

cuts in public programs such as school lunches, food stamps, welfare and Medicaid
benefits, unemployment, and public housing directly reduced the income of the poor
and the working poor, the tax reform of 1981 was the first reduction in individual tax
rates since the 1920s that was skewed in favor of the rich (op. cit.:18). Of the $101.1
billion in reductions during 1982-1985, the programs with the largest reductions $65.4 billion - were those that provided direct cash or in-kind contributions that went
directly to individuals and families. In 1982, 15% of the population, or one American
in seven, lived below the official poverty line (Edsall, 1984:206).
The "feminization of poverty” came to refer to the particularly negative impact
of these budget cuts on women - two out of three poor adults were women. By the
end of the eighties, women and children constituted 80% of the 34.4 million people
living below the official poverty line (Hawkesworth, 1990:56). Race entered the
picture in that 50% of the black and hispanic female headed households were part of
this 80% living at or below the poverty level.
On the other hand, the regressive shift in the tax burden accomplished by the
tax reform meant a loss for all income groups except those making more than
5100,000.00.
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The new legislation lowered the capital gains rate, sharply cut the top rate on
unearned income and shrank enormously the power of the sole provision in the
to code designed to restrict a concentration of wealth in the hands of the few
the inheritance tax. (Edsall, 1984:18)
Edsall estimates that the wealthy with incomes above $100,000 had a net gain of more
than $2,000, while those with incomes over $200,000 showed a gain of more than
$17,000. Those with incomes below $10,000 had a net loss of -$95, while those
making between 10,000 to $20,0000 showed a loss of -$186 (1984:205).
But these are only a few of the direct consequences of the policies of
realignment of the eighties. Other aspects of this shift of power towards the
corporations and the rich had to do with the increasing influence of the business
community in Washington, the role of conservative intellectuals and think tanks in
rationalizing policy, the weakening role of organized labor vis a vis management and
public opinion, the degree to which government sanctioned the accumulation of wealth
with a rhetoric of non-intervention and non-regulation, and the expansion of an
ideology of "efficiency, productivity and incentives" which rewarded the "haves" and
penalized the "have-nots" (Edsall, 1984:234).
_From a language of equality to a language of 'difference'."3 Omi & Winant
(1986) convincingly argue that one of the "achievements" of the Reagan administration
was to have "reversed itself and switched sides on racial policy" (: 135). This was
accomplished by (1) transforming the state institutions mandated to protect racial
minority interests, (2) by rearticulating the meaning of racial discrimination, and (3)
by suggesting that racial equality demands had been successfully met.

In Z.R. Eisenstein, The female body and the law 1988:189.
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It is possible to expand Omi & Winant's analysis to include gender issues by
pursuing what has been named the "equality versus difference" debate (Eisenstein,
1988; MacKinnon, 1987; Minnow, 1990; J.W. Scott 1988). The debate provides one
of the best examples of the ideological changes which culminated in the 80s with the
transformation of this discourse by the Right.
To recapitulate, the objectives of the right, couched in terms of an
"authoritarian populism" were:
The containment of the demands and political vision of the new social
movements, the restoration of "governability" to democracy, and the
reassertion of traditional cultural and social values. (Omi & Winant, 1986:140)
The rearticulation of issues of social equality in the language of "differences"
supported all the above and placed feminists and civil rights activists, in particular, in
what Minnow (1990) aptly calls "the sameness and difference conundrum" (: 151).
This was one of the major ideological and organizational battles of the eighties and is
best exemplified in Scott's analysis of the case of EEOC (Equal Employment
Opportunities Commission) vs. Sears in 1979 (op. cit.).
In summary, the debate "equality versus difference" structures "equality" and
"difference" as dichotomous oppositions. Since in this usage "equality" is construed to
presuppose "sameness," then "difference," not discrimination, becomes the cause and
explanation of "inequality."
If one opts for equality, one is forced to accept the notion that difference is
antithetical to it. If one opts for difference, one admits that equality is
unattainable. (J.W. Scott, 1988:43)
The discursive construction makes for an impossible choice. Furthermore, the textual
opposition has other effects. First, it denies the political history behind the usage of
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the term equality. The struggle for particular rights has never meant sameness, but on
the contrary, the guaranteeing of "equal rights" in the face of "apparent differences"
which are deemed to be irrelevant for particular purposes and under specific
conditions (op. cit.:44).
Second, in the engendered view of "difference," differences among women are
silenced and differences between men and women are privileged. All (white) men are
deemed to be "the same," and all women are made to be "different," or the "other."
However, in the case of gender relations, hierarchy, not difference, is the cause of
inequality. Thus, the third effect is that the equality-difference dichotomy effaces the
power dimension of inequality and renders it invisible. Structural inequalities that
result from discursive effects are obscured. MacKinnon (1987) skillfully summarizes
the impact of this shift,
If gender were merely a question of difference, sex inequality would be a
problem of mere sexism, of mistaken differentiation, of inaccurate
categorization of individuals. This is what the difference approach thinks it is
and is therefore sensitive to. But if gender is an inequality first, constructed as
a socially relevant differentiation in order to keep that inequality in place, then
sex inequality questions are questions of systematic dominance, of male
supremacy, which is not at all abstract and is anything but a mistake. (:42)
The fourth effect is that in the view that equates differences with
discrimination, differentiating people by using group-based classifications in itself
becomes discriminatory. Consequently, Affirmative Action classifications, the only
available tool of group-based identification in order to redress social inequalities,
become problematic and contradictory. In the reversal achieved by this change in
discourse we end up with the ultimate paradox: "changing an unequal status quo is
discrimination, but allowing it to exist is not" (MacKinnon, 1990:42).
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The last effect in the equality-differences debate, especially within the legalistic
discourse of justice and rights, is that the standard of "sameness" is the white-affluentmale. It is against this "sameness" that all "others" are to be compared so they can be
guaranteed their rights. The problem here is that the more the inequality, (or the less
the "opportunities" to become the "same," as in the eighties), the less likely the
"different’ will fit the profile of the norm that would make them "equal to," or "the
same as" the privileged. Paraphrasing MacKinnon (1990),
The more unequal society gets, the less likely the difference doctrine is to be
able to do anything about it, because unequal power creates both the
appearance and the reality of differences along the same lines as it creates its
inequalities. (:37-8)
Eisenstein (1988) says that in spite of the Reagan administration's efforts to
institutionalize this standpoint through the courts, the "discourse of difference" was
successfully countered by the power of liberal and feminist discourses (: 190). I
disagree with her, especially as it applies to organization development. In OD, the
"difference doctrine" came to dominate organization change efforts under the rubric of
"the management of diversity" and no significant counter discourse emerged.
Furthermore, I will demonstrate that even when OD interventions do not claim to
address "diversity in the workplace," organization development, and Weisbord's
discourse taken as representative of it, rests on this ideology of "difference" (vs.
equality) in the way it conceives of social relations in the workplace and in the way it
"manages" class, race and gender in organizational life.
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Along the winding road of OP science
"Productive Workplaces" is a long and complex book. So as to provide a
context for my critique and facilitate the reader's understanding, I begin this section
by presenting an abstract of Weisbord's book. I quote mostly from the preface to the
book to create this overview.
Weisbord's book addresses three audiences. Managers, so that they might see
in "productive workplaces" a way to "open the door" to "quality and output far
beyond" what they now know. Consultants, so that they might begin to provide a
service which clients "desperately need" - whole systems improvement - but can't
request because they lack the language. And students and teachers, so that they may
understand that "no further research is needed" on the efficacy of participation and
that seeing workplaces as "an adventure involving values, thoughts, and action" is all
that needs to be learned (:xvi).
Weisbord's message is clearly stated: the tools exist to develop productive
workplaces. These are "places where people learn and grow as they cooperate to
improve an organization's performance" and where the "bottom line" is "dignity,
meaning, and community." This is attainable without "fancy techniques," but requires
a commitment to action and values" (:xiii).
Three major themes organize the book: 1) we all hunger for community in the
workplace and are more productive when "we find it" (:xiv), 2) there has been an
evolution in management thought moving away from expert problem solving to
everybody improving whole systems, and 3) a re-interpretation of McGregor's X-Y
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theory is needed so that we can see these as polarities in each of us which requires
"us" to understand that changing workplaces requires changing ourselves (:xv).
The author's strategy in part one of the book is to guide us through a journey his own research and practice journey through "science and industry" over the last 100
years. His first task is to retell the story of OD science through the work of five
"pioneers" - Taylor, McGregor, Lewin, Emery, and Trist. These people represent the
organization change "traditions" of scientific management, organization development
and sociotechnical systems. These traditions are presented as though they have
evolved in the same way that technology has changed in the last century to a point
where they now offer us a combination of "scientific knowledge" and "democratic
values and dialogue" relevant for management today (:xvii-xviii).
Weisbord's next step in part two of the book is to critique the practice of
participative consulting. He uses six case studies of "managerial dilemmas" in his
own practice in order to demonstrate the "inadequacy" of traditional expert-problemsolving-focused-OD and point the way to the more advanced "whole systems
improvement" (:xvii).
Part three demonstrates, with a case study "which brings together my themes in
one composition" (:xviii), "a new third wave practice theory" for managing and
consulting which will take us into the next century (:xvii). This "practice theory" is
based on principles gathered from the evolution of OD and Weisbord’s journey (parts
one and two). It proposes three "criteria for assessing the potential for whole systems
improvement": committed leadership, good business opportunities (economics and
technology), and energized people (Ch. 13). It relies on three powerful organizational
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levers: purpose, relationships and structure; and suggests three key methods for third
wave consulting and managing: search conferences, team building and work (re)design
(Chs. 14, 15, 16).
The above is an abstract of the contents of this book around which my critique
revolves. But I also pay attention to the discursive strategies deployed and to
Weisbord's writing style. Though Weisbord notes his difficulties at "describing
circles, wheels and spirals in a medium that only permits straight lines" (:xix), a major
piece of my work rests on critiquing the author's efforts towards building unity by
providing us with a coherent and all encompassing "theory of change." I suggest that
caught in the postmodern organizational world, Weisbord tries to construct a unified
story of OD made from the many disconnected, unscientific, and political fragments
available; in the process, Weisbord contradicts his own words and ends up with
another modern tale. Like his clients Weisbord "doesn't have the vocabulary" (:xvi)
to get out of the modern.
Of fathers and sons: Introducing the gendered, raced and classed subtext
Weisbord's main textual unifying strategy is to retell "a story" of scientific
progress applicable to OD by taking five key male figures and weaving their lives and
principles with his own experience, learnings, and proposals. Through this retelling
Weisbord leads us to third wave consulting; better, improved, appropriate to the times,
the result of the evolution of these great minds, and Weisbord's practice and
reflexivity.
To make it compelling, Weisbord puts himself in the retelling. This is not a
dry, "objective," lesson in the early history of OD (French, 1985), but a personalized
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account - an exciting trip down memory lane, especially for us students and colleagues
who know and admire Weisbord. What we have is a confessional tale (Van Maanen,
1988, Ch. 4) with its reliance on personalized author(ity) and the practitioners point of
view - natural and candid. In summary, the author is present. (A welcomed change
from the previous books in the OD genre!)
Thus, after all the necessary introductions - though no context (Weisbord does
not say much about what is happening in the eighties that frames the history and text
he creates) - Weisbord begins with the story of the great five. One hundred and
seventy pages of Taylor, Lewin, McGregor, Emery and Trist. For a "commercial"
book, this huge up-front piece of historical research is peculiar. Why is it there?
What is it for? And for what effect?
The feminist poststructuralist analyst in me is highly suspicious for reasons I
will explore next. These provide the context for the first part of my critique and the
pretext to the introduction of the gender subtext.
The problem with (histories. Stories are important, especially for women
(Aptheker, 1989; A. Walker, 1983). Heilbrun (1988) reminds us of their importance
when she states,
...lives do not serve as models; only stories do that....We can only retell and
live by the stories we have read or heard. We live our lives through texts.
They may be read, or chanted, or experienced electronically, or come to us,
like the murmurings of our mothers, telling us what conventions demand.
Whatever their form or medium, these stories have formed us all; they are
what we must use to make new fictions, new narratives. (:37)
Stories are also a way of making history. Thus, Weisbord's "story of OD" is
also a particular (re)telling of OD. So, what are some of the problems with
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Weisbord's story-making? I will follow Weisbord's metaphor of "snapshots” to
textually illustrate some of these problems. Weisbord uses the metaphor of
’’snapshots," "a picture of the action frozen at one point in time long enough to
identify conditions to be changed" (: 197), in opposition to "movies." Weisbord pairs
up "snapshots and movies" to refer to the opposition "diagnosis and action" (: 197) in
organization change. The second term in each pair ("movies" and "action") are
privileged; snapshots and diagnosis are the stuff of "old consulting"; movies and action
are what third wave consulting is all about.
Contrary to Weisbord, I find "snapshots" a powerful contemporary textual
image to explore social relations. It is the many "snapshots" of unequal social
relations and treatment which fill up the social text of women of color. These we re¬
member and take as racism -sexism-classism in our lives. Let me demonstrate how a
few "snapshots" help reveal the raced, gendered and classed subtext in Weisbord's
story at the same time that they represent key problems with (hi)story-making. The
indented quoted material is from Weisbord's text. I have constructed a "snapshot" to
illustrate a problem of history-making by giving each quote a subtitle and following
Weisbord's text with my commentary.
1. Stories stripped of white women and women of color.
Snapshot 1:
Management professor Jerry Harvey, a graduate student in the 1950s, once
recalled a meeting of social scientists where, during the break, "all the biggies
like Argyris, Likert, and Blake suddenly disappeared. I peeked through the
door to the next room and saw them huddled around the piano singing gospel
songs accompanied by Doug McGregor" (interview with author, 1981). (: 108)
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Most of Blake's work was in collaboration with Jane Mouton, of Blake &
Mouton (1964, 1965, 1971, 1972/1981). But Jane is disappeared from Weisbord's
text and story. We are left with a snapshot of the white male club operating, frozen
in the pages of "history."
Snapshot 2:
Edith Whitfield Seashore, consultant and former president of NTL Institute,
recalled McGregor's inaugural address as Antioch College president when she
was a student in 1949....Seashore, at McGregor's urging, attended NTL
Institute and became a trailblazing woman in what had been a wholly male
profession. (: 111)
Edith Seashore was president of NTL while Elsie Cross, a black woman, was
its Board Chair. Together, Seashore and Cross "saved" NTL in the mid seventies,
leading and managing its reorganization at a time when the organization was near
bankruptcy and disintegrating. Cross is also a trailblazing woman in what had been a
white-male profession. But where is Elsie in this text?
Snapshot 3:
(NTL’s founders, Benne, Bradford, and Lippitt, it should be noted, were
influenced by many others, such as John Dewey, the philosopher of education,
and Mary Parker Follet, one of the most interesting figures in management
history....) (: 102)
Though Weisbord refers to Follet on various occasions throughout the book,
(thus, demonstrating awareness of her contributions to his own practice) he does not
rescue her from OD's and management's oblivion by making her one of the "great
figures" in his book ([Tancred]-Sheriff & Campbell, 1992). Why not? Or do male
scholars only write about men's role and women scholars are left to rescue other
women from (his)tories?
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2- Stories stripped of struggles, injustices, power, conflict - a form of social
repression and ideology (Aronowitz & Giroux, 1991:47).
Snapshot 4:
Taylor never understood groups, social needs, or the divisive potential of
incentive wage differentials for a close-knit shop. He could not see that unions
also fulfilled a powerful communal need most employers were not aware of
(:39)
Weisbord gives us a class rhetoric popularized in the 1930’s and still dominant
today which minimizes class consciousness, class struggles, and the role of unions in
social change. It psychologizes unionism by suggesting that the most important need
unions meet is that of providing a "group feeling," a collectivity for its members as
opposed to acknowledging that especially in the US, unions are one, if not the only,
avenue for changes and protection that workers possess as a social group (Baritz,
1960; Vanneman & Cannon, 1987).
Snapshot 5:
Key to a good organization was a productivity expert, roughly analogous to
third-party facilitator. It is important to see that Taylor, reared as a pacifist,
disliked conflict and sought to depersonalize it. The trained engineer would
collect the data, gain agreement on easier methods, higher output, and higher
pay, and then install the system....Taylor put the work itself, not labormanagement conflict, at the center of the analysis. That the work did not
always stay put is more a commentary on human fallibility than Taylor's
values. (:51)
Weisbord's re-interpretation of Taylor's work is novel and quite different from
many of the received stories about scientific management (Baritz, 1960; Edwards,
1979; Hollway, 1991; Perrow, 1973; Stone, 1974). To what effect? In his version
Weisbord does not mention that Taylor's contributions to organization theory have
been analyzed as part and parcel of the deskilling of workers and the transfer of
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worker knowledge and control to the new middle class of managers-engineers which
took place as part of capitalist development in the mid-century. If this is not part of
labor-capital conflict, what is? But in the end, Weisbord seems to say that it is not a
matter of social struggle, or even Taylor's personality; it is, after all, "human nature.'
3. Stories stripped of contradictions give us in the end, a hegemonic view, an
incontrovertible version, a unified and uncontestable vision.
Snapshot 6:
I retold in Part One the stories of the pioneers who shaped my vision of
productive workplaces. I showed how three diverse traditions—scientific
management, organization development, and sociotechnical systems designevolved to restore social values eroded by the Industrial Revolution.
All added to our action repertoire, each making possible constructive
activities not previously imagined. (: 179-180)
Weisbord's narrative presents the work of Lewin (and the NTL Institute
founders) and Emery and Trist (and the Tavistock Institute's figures, Bion, Rice, and
Miller) as the work of two chronologically distinct traditions which added on to each
other contribute different and complementary principles of organization change. But
"open systems" was not a new concept in the NTL tradition (remember Beckhard?).
And in the late 40s, there was considerable communication between Tavistock and
NTL. Together, they began the publication of the prestigious journal of Human
Relations (Patten, 1989). Nevertheless, it is not until the late seventies that the
Tavistock work on sociotechnical systems (STS) becomes well-known in the USA and
popularized under the rubric of Quality of Working Life (Mills, 1978; Pasmore &
Sherwood, 1978). Faucheux, Amado & Laurent (1982) suggest that the differences
between the two groups were contextual, cultural and political. In the U.S.
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the

group approach was seen as a convenient road toward the solution of individual
problems" while in England "the level of intervention was that of the community"
(:348).
Stories are retold to serve a purpose. But attempting to infer Weisbord's
"purpose" from his writing would be another form of the kind of psychological
reductionism I critique. Instead, I emphasize the effect of Weisbord’s "story" on the
reader.
Weisbord gives us a history shaped by the progressive flow of ideas; not
material conditions, nor ideological contests, nor social struggles shape this history.
Reason and the ideal reign supreme, except in those occasions when the "unconscious"
and the "dark side" take over to explain the story. Weisbord's history unfolds in
linear fashion, from one generation to the next. It is so generalizable that it can be
summarized in a flipchart4 (:254; 262). It lacks political and social referents. It is a
history of the past without a context. At the same time that it canonizes, it attaches
itself to a canon. It is a history to legitimate a particular view and support a specific
argument. It is a history to manage an impression.
Because it is always a question of whose history and to what effect, I argue
that Weisbord’s story needs this particular history in order to be sellable and
believable in the 80s. This is the context of which Weisbord does not talk about. The

4 Flipcharts are a widely used technology in the tradition of laboratory education
and organization development. It is told that the use of newsprints (the precursor of
flipcharts) was part of the discovery of T-groups in 1948. Weisbord, in an innovative
approach, sprinkles his text with reproductions of flipcharts in an attempt to make "his
medium congruent with his message - a leap into the unknown for the author and [the
publishers]" (:xix). It is also a good rhetorical strategy to attach the text to a tradition.
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scientific story, like Beckhard’s science- language in the 60s and the Lippitts'
professional ethos in the 70s, legitimates OD in the eighties.
QD.jn.the eighties: A necessary digression. OD in the eighties may be
characterized by corporatization, commercialization and normalization. Organization
development programs and interventions had increasingly become part of corporate
human resource departments and of schools of management curricula, indicating a loss
of the independent status the discipline had previously enjoyed. Similarly, OD became
more and more enmeshed in managerial theory, following and addressing the
managerial-organizational issues of the day like strategic planning (Tichy, 1983),
transformational leadership (Adams, 1984; Owen, 1987), and organizational culture
(Schein, 1985). Many OD "biggies” addressed more of their work to managers and
their styles (Bennis & Nannus, 1985; Block, 1990; Vaill, 1989).
As part of the process of normalization of the discipline (Foucault, 1977), OD
became less differentiated and as Tichy (1978) advocated, increasingly part of
managerial activities and "absorbed" into management discourse. The paradox is that
its absorption also signaled its demise; a point which I will continue to elaborate in
this and the next chapter. OD consultants became "human system development
specialists" (Tannenbaum, Margulies, & Massarik, 1987). By the late eighties, news
of the closing (or financial crisis) of renowned university-based OD programs were
common (e.g. Yale, UMass). Competition among an increasing number of
"unregulated" practitioners and the demand for pre-packaged materials worked against
key principles of OD like diagnosis, tailor-made interventions, and joint problem
solving and decision making. Instead, videos, cassette tapes and 3-day OD training
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workshops proliferated. The call to "professional ethics" and "OD science" continued
(Gellerman, Frankel, & Ladenson, 1990; Vaill, 1987).
Despite Sashkin & Burke's (1987) optimism about OD’s future, I believe that
OD was in need of "reinvent[ing] itself’ (Mirvis, 1987). Weisbord (1983) was one of
the influential OD figures who advocated a return to the values of "open systems,
more participation, more democracy" as a way to revitalize OD (:6).
Unfortunately, "democracy" was not one of the values that OD practitioners
agreed on any longer. Gellerman (1985b) reports that many practitioners argued
against its inclusion in the value statement proposed for OD because, quoting from a
survey response, "it commits us to an ideology with which I am only sometimes
aligned" (:409). In the increasingly politically conservative climate of the eighties, a
"return to democracy" was not going to be easy, even among OD practitioners.
Boccialetti's position is revealing,
OD's bias in favor of democratization probably leads to inappropriate or
irrelevant applications in many cultures. I would extend this notion to include
subcultures within the U.S. as well. (1989:86)
Unless, of course, democracy was "packaged" in combination with other, more
important and less threatening beliefs.
In summary, for OD to be relevant in the eighties, it needed 1) to appeal to a
conservative managerial public, 2) to offer solutions to the problems of "productivity"
in the context of economic restructuring and decline, and 3) to continue to respond to
the values of the dominant triumvirate of science, business and government sedimented
a century before. On the other hand, in order to be sellable OD needed to offer
something new.
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Something old and something new.

In the end, Weisbord's history

deconstructs itself. If Weisbord wants to demonstrate that the principles of third wave
consulting are the inevitable result of scientific progress through time, then how is it
possible for Weisbord to construct tables presenting the similarities between Taylor
(scientific management) in the 1900s, and Mills (Quality of Work Life) in the late
1970s (:58), or to identify the analogies between Taylor and McGregor (: 131)? Or,
why should we need Weisbord to help us discover sociotechnical systems today which
is a tradition contemporaneous with Lewin, Lippitt, Bradford & Benne and the Tgroups of the late 1940s? Or, how is it that Lewin's participatory action research at
the Research Center for Groups Dynamics at MIT became traditional research, expert
consulting, "System 4" and survey feedback under the leadership of Rensis Likert at
the Michigan Institute for Social Research (Perrow, 1986) fifty years later?
On the other hand, if management and organization theory is not the result of
the evolution of scientific principles and its application, but of discontinuities,
struggles and contests, paths not taken and ideas forgotten and rediscovered, how can
Weisbord claim a better practice-theory and attach himself to a tradition and rhetoric
of the progressive application of science to social problems? How can he talk about
"scientific progress" at all? The metanarrative is achieved by pushing out these
historical contradictions.
But to read Weisbord's story merely as a textual strategy to establish his
authority, or to attach himself to a tradition of distinguished male professionals, or as
an ingenuous and extensive presentation of selected data to build and support an
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argument is too limited. Instead, my reading points to what Weisbord rhetorically
accomplishes and what is offered to the reader at the end of this historical de-tour.
What is new in this story is optimism in the face of decline and disintegration.
For example, Weisbord provides a connection with and a conviction in the founding
fathers at a time of cynicism and postmodern challenges to received knowledge,
traditions and values (Kanter & Mirvis, 1989). He returns the reader to familial
national values - dignity, meaning, community, faith in (social) science (:71). He
points to the possibility of order out of chaos (:75) and invokes progress to give us
back the scientific optimism of the past, tempered by a deterministic and essentialist
view of human nature.
The message of the book for the OD discipline is similarly encouraging: OD
has a respectable tradition, a set of basic principles, and a few uncontested methods
which have been improved upon by experience, through time, and by great minds; in
addition, OD has always been concerned with the principal organizational issues "correctives to bureaucracy, fragmented work, authoritarianism" (:255). Its strength
and unity lie in these themes.
What Weisbord offers with his history is hope: in science, in corporations, and
in the professionals who can continue to help bridge the gap between "what is, and
what ought to be". The message can be accepted because it is authorized at the same
time that it authorizes other more fundamental principles and traditional axioms of
capitalism, bureaucratic management, and OD. I argue that it is these "older" ideas,
interspersed but pervasive throughout the text, which function ideologically to help
reproduce relations of domination by naturalizing, justifying, and/or obscuring other
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possible, more egalitarian social relations (Young, 1990:112). Some examples of
these older ideas are:
* The Barnardian belief in the moral cooperative organization, essentially
democratic and benign, a result of the common enterprise of capital, managers, and
labor (Perrow, 1986:76).
* The "trickle-down, enlarged-pie theory" of social change, which asserts that
problems of justice are resolved by increasing the surplus. That is, making the pie
larger through productivity gains results in high wages and high profits, thus
eliminating conflict in organizations (e.g. the redistribution of economic gains or
union-power). The companion belief is that higher profits and gains at the top will
trickle down to the bottom (Center for Popular Economics, 1986).
* The practice of privileging process over task, so that one does not ask what
was learned about race relations from the famous Connecticut workshops in 1948, but
inventing the feedback process is the significant contribution (:100).
* The belief that human nature overshadows structures and systems, so that
individual explanations (i.e. human limitations) overshadow social explanations so
much so that the latter are not needed in OD. The corollary of this one privileges
individual change over structural change (e.g. "social change starts deep inside us"
(: 106)).
* The belief that every new knowledge is (or should be converted into)
managerial (power) knowledge in order to be "practical". This one sustained by the
belief in the unproblematic partnership between social science (science), business
(industry), and technology (engineering) to provide this knowledge (:99).
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This first re-reading of Weisbord's text used race-gender-class as a
deconstructive strategy to question the rhetorical effects of the "history of OD." I
have demonstrated that the problem is not just Weisbord's inclusive or exclusionary
tactics - what or who got included or left out of the story- but that the whole strategy
of story-making has the effect of eliminating and obscuring social relations, social
subjects and social contests from the story of OD. This effect is accomplished by a
reliance on and the unquestioned acceptance of modern assumptions about science,
progress, knowledge, class, economics, technology, among others, which are raced,
gendered and classed. It is not just that women are missing from Weisbord's
narrative; it is that a whole range of topics and social subjects indispensable to
"democracy, dignity and community" in organizations is also missing.
Instead, I propose that the story-making is read as a strategy to legitimate OD
in the eighties and bring it closer - make it more accessible - to the managers of the
eighties. One might ask, "And what's wrong with that?" "Shouldn't that be part of
OD's strategy for gaining influence?" My analysis will answer these questions by
showing that what gets left out, pushed outside and not-talked-about in this move
towards legitimacy is essential for democracy, dignity and community to be part of
OD. We cannot continue to accept that we "make hi-story" without the inclusion of
women and people of color in our narratives. We must bring-in the absent - that which
has been pushed to the margins in the text. It is this ABSENCE in the discourse of
OD which I continue to explore via Weisbord's text.
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Deconstructing "whole systems improvements"
The main thesis of "Productive Workplaces" is that social science has evolved
during the past century from "experts solving problems piecemeal" (Taylor and
scientific management) to "everybody solving problems piecemeal" (Lewin, McGregor
and participative management) to "experts improving whole systems" (Trist and socio
technical systems [STS] thinking) to "now everybody improving whole systems"
(Weisbord and the integration of STS and OD) (:373). Parts one and two of
Weisbord's book centered on the progressive development of these theories and
practices which I deconstructed in the prior section.
Part three is dedicated to the explication of "a new practice theory road map"
(:259) for whole systems improvement as a means towards more productive and
democratic workplaces. Weisbord sums it up as "third wave management and
consultation":
It is based on open-systems thinking that includes economic realities,
technological change, and democratic values--the dignity of each person and the
responsibility of each for the common good. It is first and always a broad
learning strategy, one that includes self awareness, interpersonal, group, and
technical skills, economic knowledge, and social responsibility. (:257)
My next deconstructive reading decenters "whole systems improvement" by
demonstrating that: first, as a philosophy of change, Weisbord's discourse of "dignity,
meaning and community," with its covert and unquestioned gendered, classed and
raced subtext cannot deliver us democratic organizations. Once its assumptions are
challenged, the discourse shows itself to work like a mantra, like a phrase that is
repeated in chant form to achieve a higher spiritual state. Secondly, in the absence of
other features and themes, Weisbord's technologies of change - search conferences,
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team building, and work design - come to function as technologies of the social and
managerial power knowledge to help manage social conflict on behalf of capital in the
organizations of the eighties.
My main deconstructive strategy is to read Weisbord's text against selections
from the feminists studies of third world working women. These texts will be
contrasted and analyzed in opposition to Weisbord's in order to (en)gender his text and
thus decenter its assumptions and reveal its discursive strategies. A key theme
sustains my readings: an emphasis on the specificity of race, gender and class relations
in organizations and the absolute need to ground social change discourse and strategies
in the specifics of concrete social subjects - in their bodies, in their social contexts.
I begin by reminding the reader that the Santa Clara Valley industrial outpost
of the 80s (where my feminist studies were conducted) is founded on the displacement
of hundreds of Japanese American families forcedly moved and robbed of their
property during the conveniently forgotten internment during WWII. Japanese
farmers, small businesspersons and their families lost millions of dollars through
coerced sales and confiscation of their property in this region (Aptheker, 1989:192).
(En)gendering Weisbord's text
Feminist critiques of organization theory have stressed the processes and
concepts by which gender (and sexuality) have been obscured through gender-neutral
and asexual discourses and have brought attention to the ways in which gender is an
integral part of work organizations (Acker, 1990, 1992; Hearn, Sheppard, TancredSheriff & Burrell, 1989). More recently, studies have begun to theorize and document
the ways in which organizations produce and sustain gender, class and race as
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interlocking relations which sustain dominant social arrangements (Bell & Nkomo,
1992; Calas, 1992; Fernandez-Kelly & Garcia, 1986).
Acker (1990, 1992) identifies four gender processes which are an integral part
of organizational activities: 1) organizations construct divisions along gender lines
(e.g. in wages and hierarchies); 2) symbols, images and forms of consciousness
support these gender divisions (e.g. in the images of the aggressive-rational-male
manager contrasted with the bitchy-emotional-female manager); 3) organizational
interactions enact patterns of dominance and submission between men and women,
women and women, and men and men; and 4) organizational activities (re)produce
gendered components of individual male and female identity. A fifth process can be
added: all these four organizational gendered processes work together to build upon
and help reproduce gendered social structures inside and outside organizations. They
are both processes and effects.
Gender symbols, processes of gender identity, and structurally defined material
inequalities between men and women, for example, are manifested in organizational
variables such as the structure of the labor market, the control of the work process,
internal wage differentials and job segregation (Acker, 1990:145). Gender processes
do not occur outside other social processes such as race and class but are an integral
part of them. The intersection of these three processes creates specific organizational
manifestations and "ubiquitous links" (Acker, 1992:251).
I use this model as a strategy to engender Weisbord's text and point to the
gendered substructure which underlies the new theory practice of "whole systems
improvement." Because these processes also have race and class axes, I use the same
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approach to explore the raced substructure (e.g. racialized subtext) and the class
substructure (e.g. classed subtext) underpinning Weisbord's text.
Disembodied workers: Gender divisions, gender symbolism and gendered
identities.

Gender processes work together to produce disembodied workers.

Various feminist theorists have noted the relationship between "disembodied
organization members" and key structures and principles of bureaucracy such as job
descriptions, performance evaluations, and organizational hierarchies (K. Ferguson,
1984; Holloway, 1984a; Martin, 1990a/b). Acker says,
The abstract, bodiless worker, who occupies the abstract, gender-neutral job
has no sexuality, no emotions, and does not procreate. (: 151)
While women's bodies, sexuality and emotions are ruled out in organizations,
the symbolic expression of male sexuality reminds us that the abstract worker is male
and white. A certain kind of "hegemonic masculinity," formed around dominance
over women and in opposition to other masculinities, is part of this symbolic
engendering of organizations (Acker, 1990; Calas and Smircich, 1989).
Currently, hegemonic masculinity is typified by the image of the strong,
technically competent, authoritative leader who is sexually potent and
attractive, has a family, and has his emotions under control. (Acker, 1990:153)
Two selections from Weisbord's description of males in his story are contrasted
with two selections of third world women workers from feminists texts to illustrate
this point.

170

Weisbord

Electronics workers

Trist, the "war hero":
(In Weisbord, Ch. 7)

At the top was an unusually high
proportion (25%) of the most highly
educated and highly paid salaried
employees in any industry-the
engineers and professionals employed
in research and design. As in
traditional industries, the vast majority
were white males (89% males, 89%
non-Hispanic whites). At the bottom,
were the women, three-fourths of the
very poorly paid assembly workers and
operatives who performed the tedious,
often health-threatening work assigned
to 45% of the employees. (Stacey,
1990:343-44)

His search led him to Major Wilfred R.
Bion, a much decorated former World
War I tank commander, who was an
extraordinary innovator. Trist was
immediately attracted to this physically
imposing "psychiatrist who looked like
a general "....Trist became an Army
psychologist in 1942, rose to lieutenantcolonel, and won the Order of the
British Empire. He also joined
Bion... (: 147)

Hatton, the "tough executive": (In
Weisbord, Ch. 17)
The youngest of six children, Lupe
Collosi was thirty-six years old and
from San Jose. Her father was a
construction worker and her mother a
homemaker....Lupe identified herself
as "Mexican American," and although
she was bilingual, she preferred
English. She graduated from high
school, had some clerical training, and
met her husband, who was a truck
driver, in a local nightclub....They had
two daughters and a son, all between
the ages of six and twelve. Lupe's
husband did not like the fact that she
worked, and they had separated for a
while but were recently reconciled.
(Zavella:77)

In 1982 Bill Hatton, a chemical
engineer reputed to be a stern
taskmaster, was transferred to RCC
after upping productivity in a heavywater plant. A story is told about
Hatton that reveals his stubborn
side....During a drought the lake was
dangerously depleted. Round told
Hatton they would shut down in a week
for lack of process cooling capability.
"That's totally unacceptable," said
Hatton. "You must make it rain. I
know it's technically feasible." Round
hired Indian rainmakers and aerial
cloud seeders. What happened? "It
rained," said the teller of the tale.
(:339)

Though no data on race, age, or social background is presented to ground
Weisbord's organization members in the reality of their bodies, Weisbord's "worker"
emerges clearly as a symbol of the (white) successful male. In contrast, the women of
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color on the right hand column cannot escape the reality of their bodies, the
complexity of their (private) lives and the effects of the gendered division of labor and
hierarchies. The separation between the public and the private spheres which assumes
and legitimizes the gender-based division of labor on which "organizations" are
founded is highlighted. The interrelation of the private-public (family-work) is
apparent in the feminist text while it is occluded in Weisbord’s.
The public-private divide: An example of gendered structures. The publicprivate dichotomy has been a target of feminist deconstruction (Fraser, 1989; Martin
1990a, Young, 1990). This work not only questions the ways in which concerns of
the supposedly private domain constantly intertwine and disrupt the public world of
work, economics, and politics (as in the text above), but the gendered dichotomy
which assigns women to the sphere of the private and men to the sphere of the public.
It is this divide which provides the basis for the "organization of production" by
separating remunerated and "productive" work from "unproductive," unpaid and
unrecognized household (and informal sector) labor (Burrell & Hearn, 1989). Marxist
feminists point to how this opposition serves as the basis of gender domination in the
way it differentiates and privileges productive over reproductive labor (Fraser, 1989;
Young, 1980).
Weisbord's text assumes and reinforces the traditional gender dichotomy. In
contrast, the reality of women's working life as represented in the feminist text
challenges it. Again, I present Weisbord's text on the left column and the feminist text
on the right to accentuate the differences between the two.
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Weisbord

Electronics worker

The issues they have raised are much
broader than business. They have to do
with what Tolstoy called the tension
between the personal and the general.
Or what organization development
consultants call "the fit between the
individual and the organization" or the
"public good versus private good."
(•107)

The boss tells us not to bring our
"women’s problems" with us to work if
we want to be treated equal. What does
he mean by that? I am working here
because of my "women's problems"-because I am a woman. Working here
creates my "women's problems." I
need this job because I am a woman
and have children to feed. And I'll
probably get fired because I am a
woman and need to spend more time
with my children. I am only one
person--and I bring my whole self to
work with me. So what does he mean,
don't bring my "women’s problem"
here? (Hossfeld: 168-9)

Though Weisbord's text, like Beckhard and the Lippitts before him, does not say
much about women or gender, one can read how traditional gender assumptions are
intrinsic to the construction of the text and remain unchallenged. The examples I have
provided refer to processes of gender symbolism and gender division. But because
gender processes are intertwined and do not occur in neatly differentiated forms in
organizational life, the reader can see that implicit in these examples, gendered
identities, gender interaction, and the gender reproduction of traditional gender social
structures are also discursively produced.
Missing gender: Absence as collusion. Given the pervasiveness of gender
processes in organizations, Weisbord's silence on gender - yet his simultaneous
reference to the same traditional gendered processes which result in unequal gender
relations in organizations - must be read as collusion. Should organization theorists
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and practitioners continue to leave gender out? Bringing it in requires more than
mentioning gender in a list of "relationships...which require cooperation" (:258).
Weisbord talks about organization purpose, relationships, structure, and of
strategies for whole systems improvement like search conferences (Ch. 14), team
building (Ch. 15), and work redesign (Ch. 16), "so that all of us find dignity, meaning
and community

(:280) without mentioning gendered, classed and racialized processes.

What is mentioned in cursory statements are "social differences." For example,
Weisbord says of work-design techniques,
They have been used with equal success (and failure) in union and nonunion
settings, with young and old, men and women, blacks, whites, and many other
ethnic groups" (:315).
Like an afterthought, an aside; the statement could be in parenthesis, or pushed to an
endnote.
According to the text, a fundamental principle of work redesign is,
what constitutes "good jobs," what skills are required to operate the system in
steady state, handle upsets, and do administrative work, who has which skills,
and who needs training. (:314)
But how can one analyze "how the system works - technically and socially" (:314)
without analyzing who holds what jobs, in which proportions, how are these jobs
distributed and how do opportunities for training fall along race, gender and class
lines? If these questions were part of the analysis, then Weisbord could not just state
that "multiethnic workplaces present special problems of language and culture " (:316).
In fact, if Weisbord were to pursue a raced, gendered and classed analysis of work
redesign processes, then he might end up doing another kind of organization
consultation - affirmative action, workplace democracy, maybe? These are the
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questions which apparently "neutral” organization practices leave out. Weisbord's
democracy, dignity and community" is not grounded in the structural and bodily
conditions of his organizational subjects despite his all inclusive statement that "the
principles hold for those able to see work design as an action-research process rather
than implementing a predetermined structure" (:316). The universalistic principles of
organization change are privileged and the specificity of raced, gendered and classed
processes and subjects remain at the margins.
Effacing the social: Dignity, meaning and community and the politics of difference
It seems contradictory to quarrel with Weisbord when he selects the theme of
"dignity, meaning, and community" to subtitle his text and intersperses the phrase
throughout the book - providing a venerable and unifying theme to his narrative.
Anyone addressing social relations in organizations would be taken by his choice.
On further reading though, the meaning of the phrase is difficult to find and
concretize. Definitions and explanations are lacking. The closest we get to an
elaboration is:
Of the exemplary individuals in his story he says,
Each one has strongly influenced me toward dignity, meaning, and community
as the bottom line of change. (:21)
Of McGregor he says,
It was not simply ideology. For me at least it was (and is) an expression of
life's purposes-affirming dignity in every person, finding meaning in valued
work, achieving community through mutual support and accomplishment.
(: 115)
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Of his past practice he says,
Above all we were committed to the power of intangibles like dignity,
meaning, community, support, openness, responsibility, and collaboration.
What we learned is that these come alive only when people are involved in
doing important tasks. (: 198)
Of himself he says,
If you accept that proposition, you will see why I worry more about responding
to needs for dignity, meaning, and community in work—which means
improving your own system—than in supplying "right" answers. (:233)
Of "third wave" managing and consulting he says,
Dignity, meaning, and community in the workplace are for me the anchor
points for economic success in democratic societies. We need to preserve,
enhance, and enact these values for reasons at once pragmatic, moral,
humanistic, economic, technical, and social—take your pick. (:280)
But, how is it possible to talk about "dignity, meaning and community" without
talking about the social relations of race, gender and class in organizations; or of the
experience of third world working women as a sign of this intersection? It is this lack
of specificity and the concomitant reliance on abstract and universalizing principles
which serves to decenter the subtext of "dignity, meaning, and community."
In the left column are Weisbord's statements on dignity, meaning, and
community. In the right are quotes from my feminist texts.

I provide a title and re¬

organize the texts around the issues of dignity, meaning and community. My purpose
is to textually demonstrate that given the organizational conditions of the eighties,
dignity, meaning, and community are not intangible principles, but on the contrary,
are concrete relations grounded in the bodies of working men and women. Their
portrayal as immaterial and abstract generalizations works as a rhetorical move to
conceal their concrete and specific organizational manifestations: a concreteness which
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manifests itself as a lack and a struggle for the majority of working women of color a lack of and a struggle for dignity, meaning, and community in today's organizations.
Read and compare these texts.
Weisbord

3rd world working women

Dignity
I will suggest practices for those who
want to go beyond problem solving and
participation to the heart of the matter:
giving people direct influence over the
economics and technology of their
work.
I have sought to describe emerging
practices consistent with history,
current knowledge, the great dilemmas
we face, and wide aspirations for
dignity, meaning, and community.
(:261)

I worked in that place for four years,
and it was really bad-the chemicals
knocked you out, and the pay was very
low. My friends and me, though, we
never made a big deal about it, because
we kept thinking we were going to quit
soon anyway, so why bother....We
didn't really think of it as our career or
anything—just something we had to do
until our fortune changed. It's not
exactly the kind of work a girl dreams
of herself doing. (Hossfeld: 166)

Meaning

I consider these guidelines
plausible....They focus on enacting
dignity, meaning, and community by
involving people in the kind of learning
required to navigate through
"permanent whitewater."...I am
advocating more direct involvement of
people in restructuring their
organizations and their work. (:263-4)

Women chose to remain in the cannery
for varied reasons. The relatively high
hourly wage compared to that for other
unskilled jobs was a primary one. Also,
seasonal workers were eligible for taxfree unemployment benefits if they
cannot find another job. Most women
were often unable to find another job
during the off-season partially because
of their age and lack of skills but also
because they were cannery workers.
(Zavella:126)

Community
As work becomes more complicated
and uncertain, I believe the values of
dignity, meaning, and community will
increasingly serve democratic societies

The incident was precipitated when a
young Mexicana, newly assigned to an
assembly unit in which a new circuit
board was being assembled, fell behind
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as anchor points, bedrock concepts
underlying quantum leaps in output,
product quality, and the quality of life
itself. (: 169)

in her quota. The supervisor berated
her with racial slurs about Mexican’s
"laziness" and "stupidity" and told her
to sit next to and "watch the Orientals.
As a group, the Asian women she was
stationed next to slowed down their
production, thereby setting the average
quota on the new boards at a slower
than usual pace. The women were in
fits of laughter after work because the
supervisor had assumed that the speed
set by the Asians was the fastest
possible, since they were the "best"
workers. (Hossfeld: 174)

The contrast between Weisbord’s sparse and general statements on "dignity,
meaning, and community" and the specificity of third world women’s text serves to
remind the reader that the universal and abstract quality of the text on the left obscures
the concrete meanings that dignity, meaning and community have for third world
working women in real organizations - the text on the right. By leaving out these
concrete examples of raced, classed and gendered discourse in the workplace,
Weisbord removes from consideration data about capitalist, patriarchal and racialized
organizations which challenge assumed and generalized understandings of "dignity,
meaning, and community." By ignoring and pushing out of his text these gendered,
raced and classed organizational subjects, processes and effects, the text continues to
reinforce dominant social relations which sustain this same race-classed-gendered
discourse under the guise of neutrality and enlightened liberalism.
The universal citizen and the meaning of democracy. Weisbord's discourse of
dignity, meaning and community evolves from the apparently gender-neutral belief that
social relations in organizations can be democratic if the rights of the universal citizen
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in a liberal capitalist democracy are upheld. But there are a few problems with this
"universal citizen." Pateman (1986) summarizes,
In order for thC lndlvldual t0 appear in liberal theory as a universal figure who
represents anyone and everyone, the individual must be disembodied..8.[F]or
umversahsm to be maintained, the attributes of the individual are implicitly
,,atr,^ed.fr,0m.the|^y- If lhey were not so abstracted it would become clear
t at the individual has the body of one sex. (:8)
Weisbord s disembodied organizational member is the same disembodied individual of
liberal theory. But not only is the "abstract citizen" of liberalism male, he is also
white.
The history of the U.S. also attests to how rights are guaranteed to this
universal white citizen to the exclusion of blacks and people of color. The meaning of
the word "democracy" cannot be just assumed. Jennings & Wells (1989) use the
term Herrenvolk democracy - "a regime designed to protect the rights and privileges
of white men" (: 116) to explain the dynamics of race relations in modern
organizations. Like the abstract citizen of liberalism, the herrenvolk democracy is for
some males only. So, in Weisbord’s text we have ended up with the same raced and
gendered OD subject of the prior two decades. Does the (white-male) classed subject
fare any better in this text?
Capitalism (the unmentioned "ism" in OD): The technological and emnomir
imperatives and the social relations of production. Weisbord critiques OD's past
efforts towards organization change because they have payed a lot of attention to
people ("the social variable") and little to economic and technical variables. His
proposal for a new practice-theory of whole systems improvement consists of
integrating "the economic" and "the technical" variables into organization change
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processes in order to make them more amenable to managerial control. Weisbord
says,
The important thing to see is that three realities-social, technical, and
economic-must be simultaneously worked with if we wish to achieve
productive workplaces. (:66)
I am interested in preserving economic stability beyond quarterly dividends
because I believe that democratic societies depend on creating employment.
More, I would like to use these guidelines to discover new ways to help people
manage economic and technical innovation, to stimulate new economic activity,
so that all of us find dignity, meaning, and community in work. (:280)
Trist coined the phrase sociotechnical system [STS] to underscore his
observation that the interaction of people (a social system) with tools and
techniques (a technical system) results from choice, not chance. Our choices
are dictated by economic, technological, and human values. (: 143)
Dictated choices? While the three quotes above seem to support each other,
why does the textual contradiction "dictates choices" appear in the third? And what
does it have to do with class?
Neomarxist analyses argue that the capitalist firm is a social-economic system
which embodies both technical and social relations of production (Edwards, 1979;
Stone, 1977). In this sense, technology does not drive the social or vice versa, but
their interconnection and co-determining relationship are the subject of which
organizations are made. The crux of capitalism is the "organizing" of new methods of
production (technology), new sources of labor (workers), and new ways of structuring
the labor process (social relations) in order to reduce unit costs and increase profits
(economic principle) (Edwards, 1979). In current capitalist organizations, technology
refers to the physical structure of the labor process; a form of control in the way it
physically "paces and directs" the labor process (Edwards, 1979:166). Hierarchies are
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the social structures of labor processes which are also forms of control through the
social divisions and reward systems constructed to organize the workplace. The
fundamental principle in this economic system is "capital drives labor." Neither
technology (the physical) or hierarchies (social divisions) are pre-determined or given,
but on the contrary, they are continuously challenged and changed by the struggles
between labor and capital (the economic). So far so good; Weisbord and Edwards
seem to agree.
However, in Weisbord's discourse of organization change there is no contest.
First, "the technical" is treated as an independent variable, amenable to change only in
the constant search for "the best fit" between technologies and people. Second,
economics is located "outside" the organization, part of a turbulent and unpredictable
"environment" which already presupposes "capitalism" and to which people (read
organizations) adapt but do not make choices about (i.e. the dominant economic
system). Third, the principle of hierarchical structuring continues to be treated as
essential to organization(al) and social order. While Edwards emphasizes the
contested nature of these relations - the social, the technical and the economic Weisbord treats them as given and unchangeable. Thus, choices of technology and of
social arrangements are dictated by the economics of capitalism. (Weisbord's textual
logic shines through at last).
Though Weisbord advocates "more direct involvement of people in
restructuring their work" (:263), the tenets of capitalism remain not only
unquestioned, but also the social relations which this economic arrangement
predetermines remain occluded. As in the prior two books, three subject(ive)
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positions remain uncontested in Weisbord’s text: the worker, the manager, and the
professional (Jacques, 1992). In this discourse which links the three books, the
universal worker does not fare much better despite the rhetoric of "corporate
democracy.

The power differences based on ownership, authority, and mental labor

which subordinate working class to capital (Vanneman & Cannon, 1987:57) remain
undisturbed. And, as I show next, the discourse of self-control takes over the
disciplinary-normalizing organization function. Thus, in the end "the ideal remains a
tantalizing aspiration, just out of reach. It’s the right brass ring to stretch for" (:370).
Third-wave technologies and the discourses of self-control
I have argued that reading the gendered, raced and classed subtext in
Productive workplaces" deconstructs the rhetoric of dignity, meaning and community
and challenges the claims to democratization of Weisbord's practice-theory of whole
systems improvement. Here I will argue that such decentering also opens up the
possibility of reading Weisbord's technologies of change as technologies of self control
and managerial power knowledge in the context of the restructured economies and
organizations of the eighties.
The challenge to bureaucratic control and the economic restructuring of the
eighties brings to the fore questions of self-control and self regulation as the demands
for flexibility increase and the complexity of technologies and global markets requires
managing in "permanent whitewater" (Edwards, 1979; Hollway, 1991; Vail, 1989). In
these restructured organizations some change is required. Weisbord's theory involves
making two changes. First, workers need to participate in making and controlling the
fit between technology and the social (STS). And second, this requires eliminating
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one feature of bureaucracy - mid-level supervision. The second proposal is what is
really new about Weisbord’s discourse in OD. (STS is old recycled knowledge.)
These proposals, in turn, entail modified relations of power among key organizational
subjects: management-worker, employers-managers and consultants-employers.
Within an everchanging and unchallenged capitalism, Weisbord's technologies - search
conferences, team building, and work redesign - are read here as proposals for new
arrangements responsive to the demands for flexibility of the evolved economies and
technologies of the eighties. As Goldman & Van Houten remind us, ’’changes in the
division of labor stem as much from the desire to effect organizational control as from
the need to apply continually advancing technology to production” (1977:91).
Both proposals directly impact the subjectivity of organizational members.
Like the organizations of the eighties, Weisbord's participatory technologies,
especially search conferences and work redesign, demand new subjectivities of the
traditional organizational subjects of the management sciences: workers and managers.
At the same time, they serve as new social arrangements which work to discipline and
normalize organizational subjects through technologies of self-control. It is in this
area that Weisbord, more than anything else, offers "new knowledge.” As before,
OD provides technologies of the social to manage conflict on behalf of capital.
Throughout the next section, unless otherwise indictated, I quote from Weisbord's text
to support this argument.
OD re-discovers the worker subject: The intelligent employee. In his
genealogy of Temploye," Jacques (1992) traces how the worker emerged as an object
of scientific inquiry only about the time of the First World War. This is when
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discursive relations had developed sufficiently for the figure of the manager and
employee to represent the new capitalist relations which came to replace federalism
(: 181-2). The workings of capitalism (as opposed to federalism) required shifts in
understanding. For example, concerns over productivity came to replace concerns
about production, manager-employee relations came to replace the relation small
owner-independent worker, and absolute wealth was replaced by wealth as invested
capital.
Because what's distinctive about capitalism is that as a mode of production it
exists, not to turn goods into more goods, but to turn money into more money.
(Jacques, 1992:138)
Jacques summarizes the relevance of these changes for my analysis of OD,
The entry of scientific knowledge into human subjectivity and the use of this
knowledge to change the subject from a fixed capacity into a constantly
increasing aptitude was the final disciplinary mechanism enabling a theory of
human management, (op. cit.: 182)
It is in this network of power-knowledge that OD has been located since its
beginnings. My reading of Beckhard's book showed how OD entered the disciplinary
discourse exactly at this juncture. Except that Beckhard's principal concern was with
the managerial subject, not the worker. But in the sixties it was clear that the
manager was in charge of "managing" the worker. And for this s/he needed expert
knowledge about the psychology of workers and systematic means of disciplining the
worker-subject. Psychology and OD helped provide this knowledge and developed all
sorts of direct and indirect tools for "normalizing" these workers (e.g. supervisory
training, team building and management development).
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In the eighties, Weisbord's techniques work on another type of worker subject,
but the disciplinary discourse is unchanged. The problem is still how to make the
worker ever-more productive. However, with bureaucratic organizations on the wane,
the organizations of the eighties require committed, "deeply engaged," and intelligent
workers. This is still the same satisfied, self actualized worker of prior books, except
that in Weisbord's text the discourse expands to include "the bottom" and not just
managers. This is so because in today's organizations the boundaries of worker
discretion, knowledge and decision making get more blurred and complex with the
new technologies, the global market, the need for flexibility, etcetera.
To sum up, informed self-control, not close supervision, is the only way to
operate new technologies without making mistakes so bad we might...(: 178).
Social control in these new organizations is no longer based on bureaucratic rules,
regulations, roles, labor management relations, machines and routines, the traditional
forms of bureaucratic control. The worker needs new knowledge and tools, and
another kind of normalizing discourse is needed. The worker subject of work redesign
must be an intelligent, decision-making worker.
Control shifts to workers when skills and knowledge are enlarged. Leaders
manage resources, training, and relations with other departments. (:319).
(Some) workers (in the organizations of the eighties) "manage" everything else.
Every important traditional factor must be accounted for in a new system:
hiring, firing, training, controlling, planning, scheduling, compensating,
repairing, filing, reporting, and so on. In unionized places, quality-circle
members try to distinguish between problem-solving issues and collective
bargaining issues. That is not possible in work design. (:319)
It is very common for ah members of a self-managing team, for example, to
acquire more skill, knowledge, and responsibility than their former supervisors
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used to have. That is what makes teams so flexible, cost-effective, and
challenging. It also reinforces the threat to middle managers and supervisors
(:320)
This work(er), like the professionals, can only be controlled indirectly and their
knowledge must be em-bodied (Jacques, 1992). But in the case of the professionals,
as chapter 4 indicated, "the profession" itself normalizes by imposing standards,
norms, ethics, competencies, and training. In the case of the (non-professional)
worker, who/how will the subject be normalized?
...mix training, problem solving, and purposeful focus so skillfully in a work
redesign that people learn just what they need exactly when they want it. (:373)
The changes require a set of related technologies like transition structures, training,
minimum critical specifications, group skills, knowledge of the work flow, new
learning opportunities, skill-based evaluations. What we have is a new form of
worker-self control.
But more and more the manager of the eighties is also a worker-employee,
treated as a "human resource," subject to downsizing, restructuring and displacement.
Thus, Weisbord warns us that a problem with work-redesign is that it "often reduces
the number of formal leader positions and changes the nature of those left" (:320). A
new manager subject is also required for third wave management.
The conflation manager-consultant: A familiar organization subject. Weisbord,
like others in OD in the eighties, treats the manager and the OD consultant as
interchangeable subjects. This trend is noticeable in the OD literature as time goes
by, but especially at the end of the 80s. It reflects OD's precarious position in regards
to its "object of knowledge." Its foundation lies in the beginning of OD as
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organization systems and processes became synonymous with "managers" as I pointed
out in Ch. 3. This slide from OD as "systems improvement" to OD as "management
improvement" is reflected in current definitions of OD. For example, "OD signifies
all the concepts and methods used to improve the ways in which organizations are
managed" (Patten, 1989:3).
A similar "slide" occurs with the term change agents, which initially (in the
sixties) referred to OD consultants only, but later comes to stand for the managers
themselves. Thus, for example Egan (1985) says.
In its widest sense, change agent refers to anyone who plays an important part
in designing, redesigning, running, re-newing, or improving any system,
subsytems, or program. Managerial consultants, then, are change agents, but
so are the managers themselves. (: 12)
In Weisbord, this conflation of consultant-management-change agent culminates.
Weisbord does not differentiate between the processes of third wave managing and
third wave consulting - it is all about "organizing and managing for dignity, meaning,
and community." I read this move as a sign of the ultimate legitimation and
absorption of OD. OD has become so much a part of management that both activities
can no longer be differentiated. OD has become so much a part of the "inside” that it
disappears in the figure of the manager.
But in the slide from OD consultant to manager, Weisbord is not just reflecting
the increasing overlap between OD and management activities. His move also points
to the needs of the new managerial subject of the eighties. Who, for example, with
the new self-managed teams of work redesign technologies needs another set of
managerial knowledge-skills.
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The new leader does not know how to leave a self-managing system alone and
inadvertently, or deliberately, recreates traditional supervision to reduce his or
her anxiety. (:328)
The new managerial knowledge required emphasizes coordination, scanning the
environment, group processes, "developing team leaders and facilitators" (:367) skills to lead the "new" worker subjects who require indirect control and continuous
face-to-face coordination. Thus, more and more third wave managers and consultants
do the same and require the same skills: "assess leadership, business opportunities,
sources of energy" (:265), "help plan" (:271), "be better open system analysts" (:280),
"do as little as possible for others who will be involved" (:333), act as "stage
manager" (:236).
New technologies and democratic values push toward greater competence at the
bottom, less bureaucracy in the middle, and new forms of leadership across the
board. (:367)
The organizational gap between the top and the bottom increases. In the
absence of other arrangements needed to achieve democratic workplaces, for example,
representative structures and delegation of authority (Witte, 1980), Weisbord's
technologies might end up not just reaffirming, but also increasing the class
differences of ownership, authority and mental labor in organizations. It results in
more managerial power knowledge applied to "the bottom." The workers are
disciplined even closer at the point of "production" and they do it all by themselves.
The culmination of OP: New forms of scientific management?
In "Future search: Toward strategic intervention" Weisbord (1992), elaborating
on how search conferences "build community," help "invent the future" and "promote
dignity, meaning and community" tells the following story:

188

A few years ago I organized a search conference as part of an NTL laboratory
in Bethel, Maine. Townspeople, lab participants, and NTL staff joined in
looking at their mutual interests-from the standpoint of stores, restaurants,
churches, schools, medical facilities, hotels, and banks. NTL's summer
workshops provide local income and jobs, and the community offers important
support services. Among the problems noted was a "culture gap" between
NTL's participants and the people providing service in stores and restaurants,
leading to tension and misunderstanding.
Several good ideas were proposed, not just for reducing the tension, but
for creative steps that would benefit everybody. One central insight was that
the townspeople had lived for years with persistent rumors that NTL planned to
pull out of Bethel. NTL's leaders realized that this chronic headache could be
cured only by a policy of commitment. NTL took a public stand on remaining
in Bethel, and since has invested in improving its conference facilities-a key
ingredient of community building. Townspeople have taken over the writing of
the participants' guide to summer services. A joint committee of townspeople
and NTL staff has continued to build a productive community of interest. Only
in a face-to-face discussion of the future by many stakeholders could this new
spirit be infused into an old relationship. (: 175)
In 1991, the NTL Board and President announced that NTL would phase out
the implementation of all NTL programs in Bethel and will proceed with the sale of
NTL's property in the town. The organizational turmoil which followed is not part of
my story, but one question is: Can this be explained as just "one future search that
failed," "not enough follow-up," "lack of commitment from participants,", "change of
leadership," all familiar explanations in OD failures?
What's missing? Weisbord tells us at the end of his book that in rereading his
notes,
I see constant references to slow decisions, uncertainty, ambiguity, conflicting
goals, short tempers, profound disagreements, misunderstandings. I find
managers lamenting the lack of clear focus and concrete end points. (:364)
But this confessionary note is immediately followed by, "I also find words like energy,
creativity, and innovation" (:364). What's also missing from Weisbord's tale is
conflict, domination, managerial power-knowledge, the gendered and raced effect of
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hierarchies, the discursively constrained visions, and ideas on how to structurally
incorporate communities into organizations and challenge the sovereignty of
ownership. The hope continues to be that OD can help eliminate the contradictions of
the workplace through knowledge, (applied behavioral) science and collaboration,
without engaging its own contradictions; without addressing what is left out. Without
exploring its own knowledge effect!
Weisbord tells us that "we have come full circle" (:336). For him it is about
the convergence of OD and STS. For me, it is about a discourse which cannot get out
of its own assumptions and "ways of seeing." Because in the end, Weisbord’s search
conferences are about harmony and consensus, his team building is about trust, and his
work redesign is about collaboration; the traditional OD code words. His method of
choice, as Perrow critiques about the human relations school, is still "case studies and
anecdotal research" (1986:111). His model of change is organized around the same
old principles: 1) the unchallenged prerogative of capital (economic) to determine
technical and social organizational arrangements, 2) the unquestioned belief in the
progressive march of science and its application to management issues as if those were
societies' issues, 3) a version of the social in organizations which modifies but does
not radically alter current dominant relations, and 4) the continued exclusion of other
organization subjects from the discourse of "organizational science.

In the absence

of discussions on wages, meritocracy, ownership, political power, third world woman
working subjects, etcetera, Weisbord's whole-systems improvement is as constrained
by dominant ways of thinking and saying as Beckhard s and the Lippitts before him.
"merely exercises in organizational decentralization and humanistic management
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(Witte, 1989:163). We have come full circle indeed! What we end up is with an ever
increasing and updated repertoire of scientific management theory and technologies,
That management becomes ever more "scientific,” not only in the sense of
attaining increasingly precise knowledge of technology and of the physical
nature of work, but also in improving its comprehension of the human
relationships involved by means of social scientific research. (Montgomery,
1979:1)
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CHAPTER VI

WHAT IS TO BE DONE? DISCOURSE(S), SUBJECTIVIT(IES),
AND CHANG(ING)

It is not therefore a question of there being a time for criticism and a time for
transformation, nor people who do the criticism and others who do the transforming,
tnose who are enclosed in an inaccessible radicalism and those who are forced to make
the necessary concessions to reality....I think the work of deep transformation can
only be carried out in a free atmosphere, one constantly agitated by a permanent
criticism. (Foucault, In Kritzman, 1988:155)

In this final chapter I retrace my steps through the dissertation, highlighting its
themes and offering plausible and provocative interpretations. I offer no conclusions
in the traditional sense of producing more knowledge for or about "organization
development" because my purpose has not been to "make knowledge" but to reflect on
the knowledge we have produced. Instead, I point at 'spaces’ from which the
discourse of OD can be opened up to produce a different kind of OD theory-practice a first necessary step to begin to envision possibilities for chang(ing).
An ex-centric1 history of OD
My readings of the three OD books selected demonstrate how OD as
discipline, while claiming to be about the values of democracy, participation, freedom,
action, and learning, betrays its own text. Using class, race and gender as a
deconstructive strategy to read against the grain I have shown that OD does just the

1 Hutcheon (1987) points to postmodernists' use of ex-centric histories in the
sense of decentred perspectives, where the marginal takes on new significance in light
of questioning any homogenizing system.
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opposite: it distances itself from social justice issues in organizations and aligns itself
with the dominant discourses of organization and management. The readings
demonstrate how, since its beginnings, OD is embedded in the dominant discourses of
its time and because of this embeddedness and the problematics of knowledge,
representation, and truth, OD cannot do what it hopes or claims to do. Since its
beginnings, OD has not been anything else but a disciplinary, managerial discourse.
A genealogical analysis of the three books demonstrates how Weisbord's book
brings us full circle to the beginning discourse of OD, a discourse which incorporates
the U.S. democratic impulse of "participation" (alias democracy) at the same time that
it reinscribes unequal economic, political and social relations in organizations.
Furthermore, I have demonstrated how these unequal social relations of race, gender
and class are constitutive and constituting of the discourse of OD. Contrary to its
claims to help develop humane and democratic workplaces, OD is produced by and re¬
produces inequality in organizations.
Chapter 3 demonstrates how Beckhard's text works to re-produce dominant
class relations in organizations at the same time that it appropriates the rhetoric of
change of the decade of the sixties and effaces the social struggles taking place at the
time. The discourse of OD which emerges as "new" scientific discourse and social
practice serves to contain the social change wave and rhetoric sweeping the world,
reaffirming managerial control and begins to function as an addendum powerknowledge to the discourses of bureaucratic control in late capitalism. By converting
the potential demands for "organization change" into a practice of "organization
development" the discourse of OD effectively serves to remove issues of social change

193

at the organizational level from the public agenda. By establishing the new alliance
consultant-manager, OD reinforces the alliance science-industry in the service of
capitalism and bureaucracy. In a double move, OD distances itself from the social
struggles of the sixties and incorporating some of its rhetoric, aligns itself with the
"inside(rs)": organization's managers and owners.
Chapter 4 demonstrates how the Lippitts' text, read against the historical
context of the 70s, comes to function as a disciplinary discourse to normalize the
activities of "help” and "change," and strengthens the exclusionary effect of the
competence-knowledge dyad exemplified by the manager in bureaucratic organizations
and by experts in the professional classes.

Beckhard's initial claims to "science"

become claims to a particular professional expertise (and exclusionary control) of the
"knowledge" of organization and systems change. The professional class' claims to
science (and in this case the OD consultant's claims to particular competencies and
ethics), are read as a form of power-knowledge located in the web of
power/knowledge of the management-professional sciences. Again, the effect is to
limit and exclude those organizational subjects who do not fit dominant, or even
contested, definitions of what is "professional."
Chapter 5 demonstrates how Weisbord's text reaffirms the partnership between
capitalist and democratic rhetoric, technology and science, OD and management.
Weisbord’s discourse is "seamless"; it successfully shows how OD has incorporated
two disparate discourses which in the 80s have become one - organization change and
management control, organization democracy and social inequality, organization
change and status quo. It is a contradictory discourse; two different discourses
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presented as one which are able to co-exist and have currency as long as they are kept
as universalizing, abstracted and generalized discourses.
A reading of the three books also points to how "science" emerges as one, if
not the major, rhetorical strategy to rationalize the practice of OD and produce a
"new" limited and limiting discourse of organization change which serves as more
managerial power/knowledge - a supplementary discourse to the managerialorganizational dominant discourse of our time. Though OD's science-practice
"evolution through time" reflects a shifting discourse appropriate to the changing
workplace relations, OD's rhetoric shifts only slightly to fit the larger, shifting
societal, economic and political national conditions. It is a discourse which in spite of
its "progress" remains fundamentally the same: a discourse of bureaucratic
organizations in late capitalism. I argue, then, that OD is not so much the story of the
progress of an applied behavioral science but of the making and normalization of a
social practice and discipline. Following Foucault, in fabricating "organization
development" we have added to the discourses of management,
...a unitary field of objects, authenticated by the 'sciences', and thus enabled it
to function on a general horizon of 'truth'. (Foucault, 1977:256)
This is a different story: the story of an increasingly normalized discourse
which cannot get out of itself.

The importance of scrutinizing OD as disciplinary

practice lies in understanding its productive capacity and its effects as
power/knowledge.
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The power/knowledge effect and the disciplinary failure of OP
The point, then, is that OD needs to be understood as discursive power and its
productive effects delineated. One effect stands out when reading race, gender and
class in OD. The only subject position available for the OD "practitioner" is that of
the "manager"; a manager who is represented as a universal, disembodied white-maleprofessional. The rest of us, women of color, white women, black men, white and
hispanic workers, the "other" are excluded. But the readings also demonstrate how in
spite of this apparent exclusion, OD is constituted on top of the bodies of these
"others" who though invisible are yet fundamental to the discourse of the "top." As
Calas and Smircich (1990) point out,
[By] maintaining the Enlightenment's illusion of progress: that the Social
Sciences, the Humanities, and the Natural Sciences, in their separate spheres,
were capable of creating "justice," "beauty," "knowledge," and
"freedom"....we have also contributed to the differences on which all these
"positive terms" were to be constructed: injustice, ugliness, ignorance, slavery.
(•36)
I propose then that OD’s contradictions lie not so much in its rhetoric,
purposes or practices, but in the dangerous nature of its productive power and our
irreflexivity about the effects of our theory-practice. In other words, of the
consequences and dilemmas of serving to produce more "scientific knowledge and
develop as a social science and at the same time serving as an effective social
technology and become a normalized practice of management and organization theory.
Its failure lies in its success and its inability to see itself within the nexus of
power-knowledge of the management and organizational sciences. Its major problem
lies in its inability to see itself as discourse and to study its own text. Because today,
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for example, OD stands so thoroughly absorbed into the management practices that it
is left with no space, no identity to stand on its own to offer a different kind of
organization theory-practice: what it claimed it could do and promised to do in its
beginnings. And that is why OD academic programs and professional accrediting
organizations like IAASS/CCI cannot survive as independent projects. OD cannot,
literally, be located anywhere else but as part of a curriculum in a School of
Management or as a division of the Academy of Management, or as a management
training organization like NTL Institute and University Associates; a supplementary
text to the dominant managerial discourse of the organizational sciences.
Organization development or organization deconstruction?
In a process of either reform or struggle, one need[s], Foucault felt, to proceed
with an historical understanding of the present moment, an appreciation of the
relations between the practice one was criticizing and other practices of the
society, a strategic sense of what sorts of criticisms and what sorts of
transformations were palatable and possible in a particular society. (Gandal,
1986:134)
Being aware of power/knowledge and textual politics shows how we are
implicated in the discourses of our time. It also should make us cautious. For
example, cautious of the scientific rhetoric, of our claims to success, and of our
impulse to reinvent ourselves in new practices, like organization transformation or in
old ones, like NTL’s recent efforts at resurrecting its social change-community
training programs.
This dissertation proposes instead the need for OD to constantly deconstruct
itself. It suggests a different practice - one which calls for reflexivity and for an
awareness of how we are implicated in the discourses of power and domination of our
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time. Through this awareness we come to understand how we are part of and
implicated in what we are claiming to change. Organization development becomes
"organization deconstruction."
What is been proposed here, then, is a form of analysis which destabilizes and
questions what is taken for granted," and pushes the limits of what is said and not
said, that is, a form of deconstruction. What has been offered is an example of how
to deconstruct OD text using race, gender and class as tools to question our
assumptions and taken for granted beliefs about organizations, change, subjects and
objects of knowledge and organizational subjects. With these readings I show how
placing race, class and gender at the center of analysis produces a new kind of critical
discourse. It opens up "spaces" for other ways of thinking about OD beyond OD's
traditional critiques from within. Thus, the study can reveal the limits imposed on OD
by its race, classed and gendered subtexts. For example, a discourse which denies
social differences and privileges the dominant subjectivity of the white professional
male is a discourse built on sameness, exclusion and inequality. In the end, it is a
discourse which precludes the possibility of "change" because it limits the subject
positions from which "organization" can be experienced, understood and transformed.
On the other hand, contrary to prevalent notions of race, class and gender as
difficult abstractions to bring into organizational discourse, this study suggests that a
critique grounded on the study of race, class and gender can provide our analyses
great specificity and concreteness - that of embodied socially constructed
organizational members.
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In summary, what the dissertation does is to shift the critique of OD from
problems of how to produce more or better knowledge about women in organizations
to concentrating on the social uses and the social consequences of OD's knowledge
about women in organizations. The difference, then, is from studying gender as a
human relations or human resources problem, to studying gender as a fundamental
principle in the constitution of the practice of OD and the "business" of organization¬
changing. In my reading, I have shown how a third world feminist poststructuralist
position (subjectivity) helps us deconstruct OD in two major ways: 1) by exposing the
science discourse in OD as managerial power/knowledge, and 2) by linking the
organization of production (the traditional and dominant paradigm in organization
study and change) to the production of organization and the reproduction of dominant
social relations of race, class and gender in discourse and practice.
On creating spaces versus producing knowledge
I argue, then, for the creation of spaces from which a different kind of theorypractice can be made. This dissertation suggests the following. First, bring the
marginal to the center. By restoring silenced discourses and submerged controversies
/

in the story of OD; by bringing in the voices and subject positions of the marginalized
- women, people of color, workers; by bringing the "outside" (the environment) social
text into the "inside" of organizations; by taking-up the unmentionable issues and the
topics relegated to the margins or submerged in the taken for granted assumptions, like
capitalism.
Second, destabilize and question the oppositions which ground and limit our
discourse: organization-environment, science-advocacy, process-content, change
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agents-professionals, black-white, male-female, social-technical, economic-social,
theory-practice, knowledge-power, management-worker.
Third, displace the unified, rational, universal, abstract white-maleorganizational subject and explore "organizations” from the concrete-bodily
perspectives of "other" subjects and multiple subject(ive) positions: the white pregnant
manager, the third-world professional woman, the white unemployed male worker.
Fourth, get out of our disciplinary/disciplining boundaries. In chapter 2, I
argued for the need to appropriate and create transitionary spaces from which an/other
theory-practice of OD could be done. I will borrow from Alvesson & Willmott (1992)
and suggest like them that,
In a space between Critical Theorists' commitment to critical reason and
radical change, the skepticism of poststructuralists about metanarratives and
efforts to separate power and knowledge, and humanistic ideas for reducing the
gap between human needs and corporate objectives, we locate an agenda for
microemancipation. This agenda favors incremental change but, because it has
open boundaries to more utopian ideas, it does not take as given the
contemporary social relations, corporate ends, and the constraints associated
with a particular macro-order. The preservation of the concept of emancipation
(including microemancipation) from dilution or submersion by approaches that
aim at other ideals and are often antiemancipatory in their effect is of vital
importance. A healthy interest in avoiding grandiosity in terms of the scope of
the critique must not lead to a phobia about conceptualizing the significance
and influence of the wider historical context of organizational thought and
action. Otherwise, microemancipation project becomes conflated with the task
of social engineering. (:461)
I add to Alvesson & Willmott's that in the space created by positioning ourselves as
embodied and socially constructed individuals, therein also lie the possibilities for
changing the discourse.
If OD cannot be wholy appropriated as an emancipatory micro practice of
social change because of its history and effects as disciplinary power-knowledge and
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techniques of social control, and by its refusal to see itself as part of that which it
claims to "correct," then maybe the message of this study is not so much for OD
practitioners, but for social change activists and community change agents who might
borrow OD indiscriminately, lured by a rhetoric of change, learning, collaboration,
and democracy.
Is there hope in this text? This dissertation proposes that if we want to uphold
values of democracy, participation, freedom, action, and learning, first we need to
reflect on the discursive nature of our discipline and how we are implicated in the
discourses of power and domination of our time. Secondly, we need to shift our
emphasis from making organizations healthy and effective to asking how equality in
organizations is and is not produced and how are we part of this production. Third,
we need to engage in forms of analysis and practice which provide us with ways of
looking at the limits of our discipline and discursive boundaries.
This dissertation provides one example and suggests that the possibilities for
"re-inventing" OD and for providing a different critique of its limitations lie "outside"
the dominant paradigm: 1) in the excluded subtexts and textual contradictions within
the discipline's discourse like action research and advocacy, and 2) in the excluded
texts and subjects outside our disciplinary boundaries like feminism, participatory
research, poststructuralism, third world criticism.
But even the suggestion for a "different order" of change in OD is not new. In
1976, Golembiewski, Billingsley, and Yeager proposed to differentiate between alpha,
beta, and gamma changes as a way to talk about organization change and
development. The change I suggest here involves OD itself in a form of gamma
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change in which the way of thinking about a problem itself is changed. This
dissertation argues that the problem is the discipline of OD itself.
This study has been a contribution towards opening the way and providing an
example of what it would look like to attempt to implement this shift: a shift in the
definition of our disciplinary problem. The study also demonstrates how OD can be
enriched by poststructuralism, feminism and by a third world subjectivity at the center
of its theory-practice.
If 1 could

write this in fire.

I

would write this in

fire2

Yet, this text is also a product of the discourses of my time and at the same
time that I have argued that this provides a different and enriching perspective, I
recognize how I am also constrained by the subjective positions available to me. In a
study of women researchers in the sociology of organizations, [Tancred-] Sheriff and
Campbell (1992) found that "female researchers emphasized those issues that are
familiar to women through their own personal experience or through their aspirations
for change" (:44) and described three women research-types which are relevant here:
the service worker, the oppressed, and the optimist. According to the authors, the
service role of women researchers refers to the research tasks of refining or
synthesizing previous work. The oppressed research-type role refers to the sensitivity
to power differentials which also guides much of the work of female researchers. For
example, "there is an interesting emphasis on the more subtle manifestations of power,
espoused by the powerless, and the general orientation is to the problem of the
oppressed rather than of the powerful" (:44).

2

Michelle Cliff, 1985, "The Land of Look Behind."
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Finally, the aspiration toward change [the optimists] is reflected in the concern
with alternative modes of organization;... there is an optimistic note to the
preoccupation with modifying the classical organizational model with its
"masculine ethic." (:44)
Thus, like the men before me, I have also done what is possible for me to do within
the limits of the discursive formations of my time and my own subject(ive) positions.
I hope to have demonstrated in this dissertation that the challenge also lies in breaking
those limiting boundaries.
Though this text comes to an arbitrary end, like all texts do, the story
continues. It is now five years since Weisbord's, the last book analyzed here, was
written. I bring this text to its own time and place: its con-text. OD, class, race, and
gender in the nineties. In a very real sense, the text does not end. The collage
presented in poster form in Fig. 6.1 - Update: The social text of the 90s (in pocket)
demonstrates how it is so by bringing the dissertation to the social text of its own
time. It attempts to show "in other words," graphics, that though the dissertation
proposes no solutions the urgency of my critique stands: the situation of 'women' in
organizations, the statistics on poverty, the raced, classed and gendered subtext of the
'workforce 2000', the widening gap between the rich and the poor. In all its
contradictory messages, the collage also represents the position of a Puerto Rican
professional woman, who without grandiose solutions at the end of her study needs to
maintain a postmodern perspective which does not permit nihilistic pessimism,
regardless of the apparent "lack of progress" in changing social relations in
organizations.
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To those readers, colleagues and my committee who will use this as a pre-text
for their own text, the next page is for you to write your reactions and bring yourself
into this text. To find other ways to explore what it might mean to work to change
organizations from this marginal(ized) and precarious position.
THIS IS NOT THE END
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